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Abstract 
This study, which has adopted a qualitative research approach using the Victorian Public 
Service (VPS) as a case study, explores the relationship between employer-provided 
training and development and employee turnover. The study examines training and 
development models and discusses how the context (organisation and employment 
characteristics) influences the training and development models adopted by the VPS. The 
study also investigates whether various training and development models have a 
differential impact on employee turnover. This study identifies three training and 
development models adopted by the Victorian Public Service and finds that each has a 
differential impact on employee turnover. The models used are labelled Individual 
Development, Team Development and Organisational Development. 
 
Employers often assume there is a relationship between training and development and 
employee turnover. While a number of organisations use training as an employee-
retention strategy, others are reluctant to increase their investment in training and 
development because they fear employees may leave as a result of their improved skills 
and knowledge. In their desire to retain skilled workers in a market of short labour supply 
employers have become more concerned about the relationship between training and 
employee turnover. Available statistics indicate that the labour market is entering a 
period of supply shortages that could last many years. 
 
Three areas of literature attempt to examine the relationship between employer-provided 
training and development and employee turnover – the economics of training, employer-
provided training and development practices and employee turnover studies. The early 
research on the economics of training proposes that general and firm-specific training 
impact on employee mobility. Workers who have received a great deal of firm-specific 
training have lower rates of labour turnover and employees who receive general training 
are likely to be more mobile (Becker, 1964, 1993; Parsons, 1972). More recent studies of 
employer-provided training and development practices find a varied and complex 
relationship or an insignificant negative relationship (Hanson, 2007; Martin, 2003). 
While employee turnover studies examine large amounts of empirical data on the factors 
likely to predict employee turnover, none comprehensively explores the relationship 
between training and development and employee turnover. Training and development is 
either bundled with other employment practices (Godard, 2004; Guthrie, 2001; Huselid, 
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1995) or reported as having only a weak link to employee turnover through mediating 
factors such as job satisfaction, organisational commitment and job embeddedness 
(Bergiel, Nguyen, Clenney & Taylor, 2009; Mitchell, Holton, Lee & Erez, 2001; 
Winterton, 2004). 
 
The study suggests that the Individual Development model contributes to higher 
employee turnover when it is adopted in a work environment where there is a lack of 
employment growth opportunities, and employees therefore perceive greater job 
alternatives external to the organisation. The Team Development model is likely to 
contribute to lower employee turnover if it is adopted in conjunction with other high 
performance work practices or there is evidence of job embeddedness in the organisation. 
Finally, the Organisational Development model appears to contribute to higher employee 
turnover when the training activities contribute to a lack of role clarity and lower 
employee commitment to the organisation. 
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Chapter I: Introduction 
Rationale 
Employers have conflicting views about the relationship between training and 
development and employee turnover. A number of employers are reluctant to invest in 
training and development because they fear employees may leave as a result of their 
improved skills, while other employers use training and development as a strategy to 
retain employees. For example, in their study of regulatory training in the United 
Kingdom, Gospel and Lewis (2010) found that one of the major fears expressed by 
employers is that having incurred training costs they would see newly trained workers 
poached by other employers. Felstead, Green, Mayhew and Pack (1999) also reported 
that the mere expectation of employee turnover is sufficient to deter employer investment 
in training. In contrast, Forrier and Sels (2003) found that organisations with high 
employee turnover were more likely to organise more training in order to secure 
employee commitment to the organisation.  
 
In terms of the amount of training offered, in Australia one report indicated that 
employer-provided training declined or at best remained static from 1997 to 2005 
(Australian Bureau of Statistics, 2007). The data revealed the total work-related training 
hours were 139.0 million hours in 2005, compared with 143.4 million hours in 2001, and 
148.6 million hours in 1997. On the other hand, the Australian Industry Group (2006) 
reported that, of 526 employers surveyed, 87% planned to increase their training and 
development expenditure as a way of retaining employees. 
 
In their desire to retain skilled workers in a market of short labour supply, employers 
have become more concerned about the relationship between training and employee 
turnover. Available statistics indicate that the Australian labour market is entering a 
period of supply shortages that could last many years. With unemployment in Australia 
remaining at around 5% and the workforce continuing to grow, the result is emerging 
skills shortages (Australian Industry Group, 2006; State Services Authority, 2006; Smith, 
Oczkowski & Selby Smith, 2008b). Replacing departed workers imposes costs on 
organisations and therefore the question of how employers might retain their skilled 
workers in a tight labour market is significant. 
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Statement of the problem 
Three areas of literature attempt to examine the relationship between employer-provided 
training and development and employee turnover. These areas are the economics of 
training, employer-provided training and development practices and employee turnover 
studies. How these areas of literature relate to this study are outlined below and discussed 
in detail in the chapter that reviews the literature.  
 
The economics of training literature largely focuses on the impact of firm-specific and 
general training on employee mobility across organisations. According to early studies of 
human capital theory, workers who receive a great deal of firm-specific training funded 
by the employer have lower rates of labour turnover (Becker, 1964, 1993; Parsons, 
1972). By contrast, general training, which is often not funded by the employer, has the 
effect of increasing employee mobility. Yet, as indicated by later studies, some training 
of value to employers other than that providing the training (termed ‘general transferable 
training’) may also be funded by employers (Stevens, 1994). In this case employers may 
risk losing their investment and incur additional expenses associated with turnover, such 
as recruitment (Felstead et al., 1999). 
 
Employer-provided training and development practices encompass training activities 
planned by an organisation to facilitate the learning of skills, knowledge and attitudes 
that improve the performance of its employees (Smith, 1998). The literature appears to 
classify the purpose of employer-provided training and development into two categories: 
organisational development and individual development. When the purpose of training is 
organisational development, the key drivers of training are to meet the business strategy, 
gain a competitive advantage, improve organisational capability and compete in the 
labour market (Australian Industry Group, 2006; Cully, 2005 & Smith, Oczkowski & 
Hill, 2009). When the purpose of training is to develop individual employees, the key 
drivers of training are to meet occupational standards, improve job performance and 
employee productivity and career progression (Australian Industry Group, 2006; Bartel, 
1995; Bishop, 1990). The literature describes a number of ways that employer-provided 
training and development is undertaken in organisations. For the purpose of this study, 
the way organisations undertake employer-provided training is called the ‘format for 
training and development’. The format for training and development consists of the 
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structure of training (whether the training is formal or informal, unaccredited or 
accredited and internal or external) and the method of training (such as workshops, 
online computer-aided, on-the-job training, lecture and learning circles). The research on 
employer-provided training and development practices suggests there is some evidence 
that the mere provision of training and development lowers employee turnover (Felstead 
et al., 1999; Martin, 2003) but none of these studies comprehensively examines the 
relationship between the varying formats for training and development and employee 
turnover.  
 
Employee turnover studies examine a range of factors likely to predict employee 
turnover. These factors include the decision-making path to withdrawal from an 
organisation, personal characteristics (age, gender, marital status, tenure, ethnicity, 
education), work-related factors (job satisfaction, supervisor satisfaction, co-worker 
satisfaction and organisational commitment) and perceptions of external factors 
(availability of alternative jobs) (Cotton & Tuttle, 1986; Griffeth, Hom & Gaertner, 2000; 
Mobley, Griffeth, Hand, & Meglino,1979; Porter & Steers,1973). While there are many 
studies investigating the factors likely to predict employee turnover, none 
comprehensively covers the extent to which various training and development practices 
have a differential impact on employee turnover. Training and development is either not 
examined, bundled with other employment practices (Batt, 2002; Huselid, 1995; Godard, 
2004; Guthrie, 2001; MacDuffie, 1995) or reported as having only a weak link to 
employee turnover through mediating factors such as job satisfaction, supervisor 
satisfaction, co-worker satisfaction, organisational commitment and job embeddedness 
(Bergiel, Nguyen, Clenney & Taylor, 2009). There appear to be few employee turnover 
studies that explore the possible relationship between training and development and 
employee turnover. 
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The aim of this study 
This study does not attempt to deal with all of the employee turnover variables as 
described in the employee turnover literature; instead it attempts to identify whether a 
relationship exists between employer-provided training and development and employee 
turnover. Furthermore, the study does not attempt to establish a causal relationship: it is 
an exploratory study, aiming to contribute to the literature by building on the existing 
conceptual work and empirical studies that investigate the relationship between training 
and development and employee turnover.  
 
The Victorian Public Service (VPS) is used as a case study, with various VPS divisions 
used as embedded cases (case within a case) to explore the training and development 
models adopted by the VPS and identify whether the different models utilised by 
divisions have a differential impact on employee turnover. The study also explores how 
the context in which training and development is arranged (that is, the organisation and 
employment characteristics) influences the various models used for delivering training 
and development in the Victorian Public Service. Like other employers the VPS assumes 
a relationship exists between training and development and employee turnover. With 
over 36,000 employees across 28 departments and authorities, the VPS considers training 
as one of the schemes to encourage retention of existing employees (State Services 
Authority, 2006). 
 
A qualitative case study approach is chosen because there is limited pre-existing 
knowledge on the topic (Hamel, 1993; Stake, 1995; Voss, Tsikriktsis & Frohlich, 2002; 
Yin, 2003). The case study approach enables sub-units or divisions within a large 
organisation (the VPS) to be consistently compared within the context of the whole 
organisation (Cousin, 2005; Verschuren, 2003; Yin, 2003). In addition, the case study 
method allows for in-depth exploratory investigation from a variety of sources such as 
documents, interviews and observations (Eisenhardt, 1989; Yin, 2003). Key to using this 
approach is the ability to group observations into categories and to explore factors that 
can be compared and contrasted with existing theory (Eisenhardt, 1989).  
   5 
Research question 
In order to accomplish these aims, the following research question was adopted. 
 
Is there a relationship between employer-provided training and development and 
employee turnover? 
 
Included in this research question are a number of related sub-questions, which will also 
be addressed. These include: 
 What are the various models of training and development in the Victorian Public 
Service? 
 How do organisation and employment characteristics influence the various 
models of training and development adopted? 
 Do various models of training and development have a differential impact on 
employee turnover? 
 
The thesis is presented in a number of discrete chapters. The following section introduces 
the various chapters and their content. 
 
Chapter outlines 
Introduction: This chapter provides a brief discussion on the significance of the project 
and its aims and introduces the research questions and the key findings of the study. 
 
Literature review: This chapter surveys the literature relating to employer-provided 
training and development and employee turnover. The literature is drawn from a number 
of research spheres and superimposed to construct the theoretical context for the study. 
The review moves from the broader context to the more specific by examining the 
economics of training, and subsequently focusing on employer-provided training and 
development practices and the factors likely to predict employee turnover. The review 
concludes with a discussion of the studies that explore the relationship between 
employer-provided training and development and employee turnover, leading to a 
discussion of how this study is undertaken. 
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Research design: This chapter discusses the research design for the project. It identifies 
the methodological approach and the research questions, and describes the methods and 
processes used to carry out this research study. 
 
Case studies: The three chapters that follow present the data collected during the course 
of the research project, in the form of case studies for each of the selected departments 
and divisions of the VPS. Each case contains a discussion using the following series of 
categories: organisation characteristics; employee turnover rate; workforce issues; the 
purpose of training and development; the format for training activities; how training and 
development needs are determined; the type of commitment to learning; and why 
employees stay or leave the divisions. 
 
Cross-case analysis: This chapter uses a cross-case analytical map to provide an analysis 
of the data presented in the case studies. The cross-case analysis explores the similarities 
and differences between the case studies. The patterns that emerge are transferred into a 
matrix table to enable their examination against the research propositions discussed in the 
literature review. 
 
Conclusion: This section of the thesis states the study’s contribution to the literature and 
offers a suggestion for a management application, and includes a discussion on the 
limitations of this study. 
 
A list of references used in the research project follows the conclusions, along with a 
series of appendices that contain the project’s research protocols, cross-case analytical 
data and a glossary of terms.  
 
Summary of results 
The study suggests that the various employer-provided training and development models 
utilised by divisions in the Victorian Public Service have the potential to be related to 
employee turnover. The training and development models identified in this study are 
called Individual Development, Team Development and Organisational Development.  
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Where the Individual Development training and development model is adopted in the 
VPS, the study finds that the format for training is likely to be generalist accredited 
education and undertaken external to the organisation, for example, a formal degree or 
professional association short course. This model is decentralised, self-directed and a 
commitment to learning is supported by the organisation but the training is undertaken 
through the individual’s own initiative. The study suggests that, if this model is linked to 
perceived better job alternatives, a lack of growth opportunities and lower pay than 
similar jobs external to the organisation, then employee turnover is likely to increase. 
 
Where the training and development model adopted in the VPS is the Team Development 
model, the study finds that the format for training is team-specific and more likely to be 
undertaken within the organisation; for example, in-house short courses, on-the-job 
training and informal learning circles to achieve outcomes for a specific project. This 
model is self-managed by the team and described as displaying a team-commitment to 
learning. The study suggests that, when adopted in conjunction with other ‘high 
performance work practices’ (including employee participation and learning circles), the 
Team Development model encourages greater co-worker and supervisor satisfaction and 
has the potential to reduce employee turnover. If job embeddedness is also evident, then 
this use of this model may contribute to employees remaining with the organisation. 
 
Where the Organisational Development model is adopted in the VPS, the study finds that 
the training activities conducted can be specific to the organisation and undertaken 
internally, but are more likely to be generic in nature. Activities conducted through the 
Organisational Development model include general capability courses, regulatory 
workshops and change-management behavioural programs. This model is centrally 
organised, management-directed and described as having a strong commitment to an 
organisation-wide approach to learning. The adoption of the Organisational Development 
model may contribute to employees’ lack of role clarity, low commitment to the 
organisation and low job satisfaction and when this occurs employee turnover has the 
potential to increase. 
 
How this study’s findings may assist employers to identify how training and 
development models may exert a differential impact on employee turnover is discussed 
in the final chapter of this thesis. 
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Chapter 2: A Review of the Literature 
Introduction 
This chapter surveys three bodies of research that examine the relationship between 
training and development and employee turnover. The literature review goes from the 
broader context to the more specific by examining the economics of training, and then 
focusing on employer-provided training and development practices and the factors likely 
to predict employee turnover.  
 
The first area of literature, the economics of training, discusses and critiques the key 
assumptions proposed by conventional human capital theory and contemporary 
approaches to the economics of training. In particular this body of research considers the 
costs and benefits of training and development for individuals and organisations, as well 
as propositions for the relationship between training and development and employee 
turnover.  
 
The second area of literature, employer-provided training and development practices, 
investigates the literature relating to the formats for training and development commonly 
used by employers and the purpose for training and development in organisations, and 
concludes with a summary of research propositions relating to employer-provided 
training and development practices and employee turnover.  
 
The third area of literature review, employee turnover studies, examines the large amount 
of data on individual, work-related and external factors likely to predict employee 
turnover to determine whether these studies reveal further propositions on the 
relationship between employer-provided training and development and employee 
turnover. 
 
The review concludes by identifying a gap in the literature: the relationship between 
employer-provided training and development practices and employee turnover, which 
leads to a discussion on how this current study plans to build on the existing conceptual 
work and empirical studies. 
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The economics of training  
The concept of the economics of training assumes that a person or organisation will 
decide to invest in training after considering the costs and benefits of the training 
investment. The standard belief is that investment in certain forms of training and 
development has costs and economic benefits for the individual and the organisation 
(Becker, 1964, 1993; Elliot 1991). One of the considerations in the cost–benefit analysis 
is employee turnover (Becker, 1993). 
 
An individual may decide to stay or leave an organisation after considering the costs and 
benefits of the training and development they receive. The costs of training to the 
individual are described by Elliott (1991) as psychological, social and monetary. 
Psychological costs take the form of the anxiety or anguish related to learning new and 
difficult skills. Social costs include forgone affiliation opportunities. Monetary costs 
include limited earnings and lost employment opportunities while learning, and the direct 
financial outlay for education fees.  
 
Investment in training and development benefits individuals by equipping them with 
skills that improve their productivity, thereby increasing their likelihood of promotion, 
and making them more attractive to employers (Altonji & Spletzer, 1991; Barron, Black 
& Lowenstein, 1989; Brown, 1989; Blundell, Dearden, Meghir & Sianesi, 1999; Duncan 
& Hoffman, 1979; Lynch, 1991; Mincer, 1988). A number of authors describe various 
relationships between training and an individual’s earning capacity. Firstly, Becker 
(1962) and later Lynch (1991), and then Blundell et al. (1999) claim that longer training 
spells have greater effects on wages. Evidence suggests that for every additional year of 
education an individual can earn an additional 5–15% (Blundell et al., 1999). Secondly, 
the amount an individual earns can also depend on the type of training they undertake. 
For example, Lynch (1991) found that employees undertaking off-the-job training 
receive lower wages during their training but are more likely to move to better-paying 
jobs on completion of training. Whereas, according to Handy (1970) whether managers 
stay or leave an organisation after receiving training, is not dependent on receiving a 
promotion or a better paying job but rather an opportunity to do more challenging work. 
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The costs of training to organisations are the direct costs associated with the provision of 
training and the indirect costs through lower productivity during training periods and 
staff replacement for workers attending training. 
 
Many studies have suggested that organisations benefit from training by being more 
productive, more competitive and consequently more profitable in the future (Becker, 
1993; Blundell et al., 1999; Lynch, 1992). Generally the body of work suggests that 
investment in human capital can improve the organisation’s productivity by improving 
the knowledge, skills and abilities of an organisation’s employees (Becker & Gerhart, 
1996; Ichniowski, Shaw & Prennushi, 1997; Youndt, Snell & Lepak, 1996). Research 
suggests that an increase in the amount of training per employee of 10 hours per year 
leads to an increase in productivity of 0.6% (Pischke, 2004; Leuven, 2005; Almeida & 
Carneiro, 2005).  
 
However, the data on the relationship between training and development and 
organisational productivity and performance are often inconsistent because organisations 
do not keep good standardised data on their training expenditures (Osterman, 1995) and 
there are difficulties in obtaining precise data on the organisation’s productivity, 
competitiveness and profitability (Kavanagh & Doyle, 2006). The evidence provides 
variable results, from very large (Bartel, 1995; Barron et al., 1989), to little or no effects 
(Lynch & Black, 1995). Even though there is some inconsistency, the general consensus 
in the literature is that organisations benefit, through increased productivity, from 
providing training. 
 
An organisation’s investment in training and development may also be influenced by the 
employer’s view of employee turnover in the cost–benefit analysis. A number of 
employers are reluctant to spend money on training and development because they fear 
employees may leave as a result of improving their skills and knowledge (Felstead et al., 
1999; Gospel & Lewis, 2010), while other employers invest in training and development 
as a strategy to retain employees (Forrier & Sels, 2003). An initial explanation of why 
and how organisations invest in training, as well as how investment in training influences 
employee turnover is discussed in the conventional approach to the economics of 
training. 
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The conventional approach to the economics of training and employee turnover 
The conventional approach to the economics of training is based on human capital 
theory. Human capital is a measure of the economic value of the skills and abilities that 
enable individuals to perform their work (Kavanagh & Doyle, 2006). Human capital 
theory was derived from the assumption that the growth in the United States economy in 
the 1950s could not have been solely due to the growth in physical capital. Schultz 
(1961) and Denison (1962) proposed that education and training played an important role 
in developing human capital and hence economic growth, by lifting productivity.  
 
Becker (1962) extended Schultz’s work by examining the returns to individuals from 
investment in education. Becker found that higher levels of education resulted in higher 
earnings over a person’s lifetime. He also applied this theory to the influence of training 
and development on organisations. In his theoretical analysis he suggests that 
investments in human capital improve an organisation’s productivity and hence fuel 
employers’ concern about retaining the employees they have invested in. Employees, in 
return, are rewarded with higher wages (Becker, 1964, 1993). 
 
Human capital theory assumes that future productivity can only be improved at a cost. 
Included in the costs are the value placed on the time, wages and effort of trainees, the 
teaching provided by others and the equipment and materials used. These are costs that 
could be used in the production of goods and services rather than in training. These costs 
are either underwritten by the organisation or the employee, or shared by both (Becker, 
1964, 1993).  
 
Becker’s work assumes that labour markets are perfectly competitive and produce some 
general results for two forms of training – general and specific. General training, he 
describes as providing a productive value to many organisations. Becker (1964) claims 
that organisations provide general training only if they can minimise their costs. People 
receiving this type of training are willing to share the costs because training has the 
potential to raise their future earnings. He suggests that trainees bear the costs of general 
training, either through direct payment of fees or by receiving lower wages while 
participating in training. Human capital theory also argues that if general training costs 
are paid by the organisation then many people will seek training; few will leave the 
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organisation during the training period and labour costs will be relatively high, resulting 
in lower profitability for the organisation (Becker, 1993). 
 
Becker (1964) describes specific training as training that has no productive value for 
other organisations. He claims that organisations bear the costs of specific training as 
they receive most of the benefits. The organisation obtains the benefit of specific training 
through their larger profits resulting from higher productivity.  
 
An underlying assumption of human capital theory is that specific training binds 
employees to the organisation, while general training increases employee mobility. 
Becker’s (1964) theoretical analysis argues that if organisations invest in specific training 
they will pay workers, after training, higher wages than they could get elsewhere to 
reduce the likelihood of their quitting.  
 
Becker claims that organisations pay employees who have received general training the 
market rate and employees who have received specific training a higher wage than they 
could receive elsewhere. This is because organisations are not concerned about the 
turnover of employees with general training and have no incentive to offer them above-
market wages because the costs of such training are borne by employees. Organisations 
are, however, concerned about the turnover of employees with specific training, and an 
above-market wage rate is paid to reduce turnover because the organisation has paid for 
all or part of their training costs (Becker, 1964).  
 
Therefore employees with specific training have less reason to quit and organisations 
have less incentive to terminate their employment. This suggests that quitting and 
termination are directly related to employee turnover and therefore workers who receive 
a great deal of specific training have lower rates of employee turnover (Becker, 1964; 
Parsons, 1972). Bishop (1990) explains this phenomenon:  
 
If the employer has paid for most of the costs of specific training, we would 
expect involuntary separations to be negatively related to the amount of specific 
training. If the employee has paid for most of the specific training, we would 
expect voluntary separations to be negatively related to the amount of specific 
training. Either way tenure should rise (p. 374). 
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Employee turnover is important when costs are imposed on the employees or the 
organisation. For example, if the organisation paid all the specific training costs of an 
employee who quit after completing training, the trainee would have received market 
wages and a new employee would be given equivalent wages. If the new employee was 
not given specific training, then this employee’s productivity may be less than that of the 
person who quit. Training could be given to the new employee but would require 
additional expenditure. In other words the organisation is economically disadvantaged by 
the loss of the trained employee (Becker, 1993).  
 
The validity and reliability of the conventional approach  
The work of Mincer (1958, 1962), Schultz (1961) and Becker (1962, 1964, 1993) is 
described in this research study as the conventional approach to the economics of 
training. Their theoretical analysis is based on perfect labour market competition, 
suggesting that in a competitive labour market workers can receive a market wage that is 
equal to the value of their ‘productivity worth’ in the market (Leuven, 2005). If their 
worth is the same in the training organisation and the market, the training organisation 
will be obliged to pay workers their full productivity worth. Recent evidence, however, 
questions whether in practice organisations operate under perfectly competitive labour 
market conditions (Acemoglu & Pischke, 1998, 1999; Groen, 2005; Leuven, 2005; 
Loewenstein & Spletzer, 1995). The evidence of non-competitive labour markets and the 
implications for training investment are discussed in more detail in the next section on 
the contemporary approach to the economics of training. 
 
Empirical data also suggest that the conventional approach to the economics of training 
fails to provide a description of the full range of training and development practices 
(Acemoglu & Pischke, 1999; Keep, 2009; Stevens, 1994). Proposing a relationship 
between specific training and development and employee turnover or general training 
and development and employee turnover is limiting. Many authors find limited evidence 
that training is either entirely specific or entirely general. In most cases training is found 
to be transferable and of value to at least one other organisation (Acemoglu & Pischke, 
1999; Bishop, 1990; Booth, 1993; Stevens, 1994; Veum, 1995).  
 
Studies by Barron et al. (1989) and Dearden, Reed and Van Reenen (2000) also critically 
evaluate human capital theory’s proposition that investment in human capital has equal 
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benefits for the organisation (through higher productivity) and the individual (through 
higher earnings as a result of the higher productivity). Barron et al. (1989) and Dearden, 
Reed and Van Reenen (2000) found that the productivity effect of training is greater than 
the wage effect, suggesting that not all productivity gains accrue to the trainee through 
higher wages. An explanation for this occurrence is that wages are not lowered enough 
during training to offset the employer’s direct training costs; therefore, later wage 
increases are smaller than productivity increases to make up the gap (Bishop, 1994; 
Blanchflower & Lynch, 1994; Krueger & Rouse, 1998; Veum, 1995). These studies add 
to the evidence that organisations often receive greater benefits than individuals from 
training and development. This unequal benefit may result in employees leaving the 
organisation to gain higher wages from alternative employers (Acemoglu & Pischke, 
1998). 
 
Other authors critically evaluate the human capital theory proposition that employers and 
employees bear the costs of training equally. For example, some empirical data suggest 
that employers bear much of the cost associated with training (Lynch, 1992; Veum, 
1995). In contrast to conventional human capital theory, recent studies have shown that 
in many circumstances organisations are willing to pay for some or most general training 
(Acemoglu & Pischke, 1998, 1999; Cappelli, 2004; Felstead et al., 1999; Smith, Burke, 
Long, & Dumbrell, 2008a). This is evident in non-competitive labour market conditions 
where employers assume they will gain economic benefits, greater than the market, from 
training workers in general skills (Acemoglu & Pischke, 1998). Felstead et al. (1999) 
found that the majority of training for employees is paid for by employers and, in 84% of 
cases, employers pay at least some of the costs of transferable skills. Hudons (2001) and 
Cappelli (2004) also found that employers provide financial support for their employees 
who pursue post-secondary education, despite the fact that it represents the classic 
example of a general skill and raises the market wage of the trainee. Smith et al. (2008a) 
in their case study of 10 Australian organisations report that the majority of training costs 
are borne by the employer; in particular, unaccredited and informal training were fully 
funded by the organisation.  
 
There are some concerns about the general application of the data collected by earlier 
human capital studies. A common measurement concern is the predominant use of 
schooling and formal education data. Human capital development continues throughout 
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an individual’s life and much of it is developed informally on the job. This may be an 
important limitation, as informal on-the-job training can represent up to half of all 
workplace training (Keep, 2002; Keep, 2009; Osterman, 1995) 
 
A further measurement concern is the omission of non-financial benefits when estimating 
individuals’ benefits from training. These measures may be significant to the relationship 
between training and development and employee turnover if non-financial benefits 
received by workers as a result of completing training impact upon employee turnover. 
Total compensation from working often comprises earnings and fringe benefits. In many 
instances employer-provided training and development displays positive benefits for the 
individual such as raising occupational status (Greenhalgh & Stewart, 1987) and 
increasing the likelihood of promotion (Bishop, 1990; Krueger & Rouse, 1998).  
 
Contemporary theoretical analysis and research attempts to address the questions 
surrounding the validity and reliability of human capital theory (Acemoglu & Pische, 
1999; Kessler & Lulfesmann, 2006; Leuven, 2005). These studies are discussed in the 
next section on the contemporary approaches to the economics of training. 
 
Contemporary approaches to the economics of training and employee turnover 
Contemporary approaches to the economics of training extend human capital theory by 
taking imperfect competition and the role of information asymmetry (inequitable 
information about employees’ skills and work effort between employers) into account 
(Leuven, 2005). In many respects these models still resemble Becker’s analysis, and the 
distinction between why employers invest in general and specific training – or not – as 
well as their relationship to employee turnover remains an important feature (Leuven, 
2005). 
 
Alternative views suggests that organisations will pay for general training when 
employee wages rise at a lower rate than the productivity increases gained, and many 
studies demonstrate that employee turnover is unaffected by this investment in training. 
The literature labels this occurrence as ‘compressed wage structure’ (Acemogulu & 
Pischke, 1999). According to Acemoglu and Pischke (1999) compressed wage structures 
are due to employees’ wage returns from skills gained being lower than they would 
receive in a competitive labour market. Compressed wages encourage employers to 
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invest in training and development because the increase in productivity from increased 
skills results in profit gains larger than the wages gained by the trained employee. In this 
non-competitive market employees remain with the organisation regardless of the 
compressed wage because employees often find it difficult to search for a new employer 
(Acemoglu & Pischke, 1999; Leuven, 2005). This is because new employers are reluctant 
to pay the trained employee wages higher than they are receiving from the current 
employer, since the new employer is unable to observe the employee’s skills and lacks 
access to information about the employee’s abilities and work effort (Katz & Ziderman, 
1990; Acemoglu & Pischke, 1998, 1999). 
 
There is a further reason why organisations may invest in training and why employees 
often remain with the investing organisation after receiving training. Employers may 
invest in general training when it complements firm-specific training (Kessler & 
Lulfesmann, 2006). Firm-specific skills are often enhanced by useful general skills 
(Acemoglu & Pischke, 1999). For example, training workers in new technology skills is 
much more valuable when an employee has previously been trained in how to identify 
work goals since the trained worker understands how to apply the new software skills to 
achieve their work goals. Therefore, when the amount of general skills a worker 
possesses increases, the value of the specific skills goes up. This means the wages are 
compressed again at a greater rate than the productivity gain and the firm is encouraged 
to continue investing in training and development. Employees often remain in the 
organisation as this mix of skills may be more suited to the current employer than to 
other employers (Bishop, 1996), further encouraging employers to invest in both general 
and firm-specific training and development. 
 
A number of contemporary studies of the economics of training claim a relationship 
between employer-provided training and development and employee turnover (Bishop, 
1990; Booth & Satchell, 1994; Lillard & Tan, 1992; Loewenstein & Spletzer, 1997; 
Lynch, 1992; Smith et al., 2008b).  Firstly, the mere fact of the provision of training and 
development is claimed to decrease the likelihood of employees quitting or being 
terminated (Bishop, 1990; Booth & Satchell, 1994; Lillard & Tan, 1992). Bishop’s 
(1990) study reported that 100 hours of additional training lowers the probability of 
being dismissed by 7% and decreases the probability of employees quitting by 5%. 
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Secondly, employees stay with organisations when training raises their wages (Lynch, 
1992). Lynch (1992) found that firm-specific training raises wages with the current 
employer but not with future employers, thereby providing an incentive to stay. General 
training on the other hand raises wages with future employers but not with the current 
employer, thereby providing an incentive to leave, and Loewenstein and Spletzer (1997) 
found that individuals with company training were less likely to leave their jobs. These 
findings support earlier assumptions proposed by Becker.  
 
Thirdly, employees who receive general training by way of an external qualification may 
not remain with the training organisation in the long-term. Flaherty (2007) found in his 
case study analysis that participation in tuition reimbursement seldom increased retention 
and Smith et al. (2008b) report that employer-provided qualifications bind employees in 
the short-term but have little impact on long-term retention. Smith et al. (2008b) and 
Smith, Oczkowski and Selby Smith (2011) suggest that qualifications are specific to an 
occupation, thus enhancing the skills of employees in particular jobs and increasing their 
capacity to stay with an organisation. But they are also general, in that they provide the 
employee with skills which can readily be traded in the labour market.  
 
Other studies claim that internal labour market structures have been created as an attempt 
to keep employees (Delany & Huselid, 1996; Smith, 1998), although there is little 
evidence that supports this assumption (Fairris, 2004; Osterman, 1995; Forrier & Sels, 
2003). Internal labour market structures include implicit and explicit rules governing 
wages, hours of work, promotion opportunities and grievance procedures (Wachter & 
Wright, 1990). However, the evidence suggests that the impact of internal labour markets 
on employee turnover is independent of investments in training (Fairris, 2004; Osterman, 
1995). Fairris (2004) suggests that internal labour markets exist for reasons other than the 
development of skills or promotion of trained employees and it is other work-related 
factors that account for the impact of internal labour markets on employee turnover. 
Specifically, his research found that employee turnover was lower where succession 
ladders were long, pay growth from the bottom to the top of the ladder was high and 
seniority was used as a criterion for promotion. This is consistent with Osterman’s (1995) 
findings that internal labour markets do not seem to be related to training.  
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Further research conducted by Haines, Jalette and Larse (2010) not only supports that 
training and internal labour markets act independently but that their impact on employee 
turnover is diametrically opposed. They found that employer-provided training is 
associated with higher employee turnover, whereas internal labour markets are associated 
with lower turnover. In addition Batt (2002) and Forrier and Sels (2003) found that 
staffing policies and practices that emphasise hiring from within are conducive to 
employee retention. 
 
The theoretical analysis and empirical evidence provided by conventional and more 
contemporary studies of the economics of training appear to differ in their assumptions 
about employer investment in training but are similar in their findings on the relationship 
between training and employee turnover. Table 2-1 provides a comparison between 
training investment and employee turnover for the conventional approach to the 
economics of training compared with more contemporary studies. 
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Table 2-1: The economics of training: comparing the conventional and contemporary 
approaches to investment in training and employee turnover 
 
Conventional approach to the economics of 
training 
 
Contemporary approach to the economics of 
training 
 
Human capital theory is the conventional approach to 
the economics of training and assumes that labour and 
product markets are perfectly competitive 
(Becker, 1964; Denison, 1962; Mincer, 1962; Schultz, 
1961) 
 
Builds on human capital theory by developing 
assumptions based on imperfect competition and non-
competitive labour markets 
(Acemoglu & Pischke, 1999; Bishop, 1990; Katz & 
Ziderman, 1990; Leuven, 2005) 
 
General assumptions about employer investment in training 
 
 Investment in human capital improves an 
organisation’s productivity and in return employees 
are rewarded with higher wages 
 Individuals who invest in training have initial lower 
earnings but eventually the earnings of the trained 
person exceed the untrained individual  
 General training provides value to many 
organisations and therefore employers will only 
provide general training if they do not have to pay 
 Specific training has no productive value for other 
organisations and therefore employers wear the 
costs as they receive all the benefits 
(Becker, 1964, 1993) 
 
 Employers will pay for training when, as a result of 
investing in training, employee wages rise at a lower 
rate than the productivity increases, resulting in wage 
compression (Acemoglu & Pischke, 1999; Leuven, 
2005) 
 Wage compression occurs when: 
o As skills increase, the profit gain is greater than 
the employee wage gains 
o Employers know more about the amount and 
content of training as well as the effort and 
diligence of its employees (asymmetric 
information) 
o Employers pay minimum wages 
(Acemoglu & Pischke, 1999; Leuven, 2005) 
 Employers will pay for general training when it 
complements specific training (Kessler & Lulfesmann, 
2006; Stevens, 1994) 
 Employers will pay for all or share the costs for 
training when employees are financially constrained if 
it is optimal to do so (Bishop, 1990) 
 Employers will pay for training if the worker’s 
preferred level of training falls short of the 
organisation’s expectations (Acemoglu & Pischke, 
1999) 
 
Assumptions about training’s influence on employee turnover 
 
 Specific training binds employees; therefore, 
workers who receive a great deal of specific 
training have lower rates of employee turnover 
(Becker, 1964, 1993) 
 General training increases employees’ mobility 
(Becker, 1964, 1993) 
 Employers will pay workers, after training, higher 
wages than they could get elsewhere to reduce the 
likelihood of their quitting (Becker, 1993) 
 
 Specific training raises wages at the current employer 
but not at future employers, thereby providing an 
incentive to stay (Lynch, 1992; Loewenstein & 
Spletzer, 1997) 
 General training raises wages at future employers but 
not at the current employers, thereby providing an 
incentive to leave (Lynch, 1992; Loewenstein & 
Spletzer, 1997) 
 Some literature also finds that the provision of 
employer-provided training (regardless of whether it is 
specific or general) decreases the likelihood of 
employees quitting or being terminated (Booth & 
Satchell, 1994; Bishop, 1990; Blundell et al., 1999; 
Levine, 1993; Lillard & Tan, 1992) 
 Employees who keep learning new things on the job 
have lower quit rates (Levine, 1993; Smith, et al. 
2008b) 
 Employer-funded qualifications bind employees in the 
short-term but do not influence long-term retention 
(Flaherty, 2007; Smith et al., 2008b, 2011) 
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General reviews of the economics of training studies 
There are some general reviews about the key assumptions promoted in the literature on 
the economics of training. Some authors question whether training has a direct link to an 
increase in workers’ earnings, with a suggestion that wages rise with tenure rather than as 
a direct result of training (Brown, 1989; Jovanovic, 1979; Smith, 2001). Willis & Rosen, 
1979). This is because wages adjust to reflect a good job match. Well-matched workers 
remain on the job, while those who are poorly matched are most likely to leave (Brown, 
1989; Jovanovic, 1979). Willis and Rosen (1979) propose that the differential in earnings 
is due to an individual’s natural ability. They argue that ‘ability’ may increase an 
individual’s productivity (hence earnings) even if they have not invested in human 
capital. Furthermore, training is often related to job promotion or job entry, making it 
difficult to separate the effect of training on earnings from the effects of promotion and 
job entry (Smith, 2001).  
 
Other studies also question whether there is a direct link between training and 
organisational productivity. It is difficult to obtain accurate measurement of data on 
organisational productivity and hard to isolate the impact of training from other factors 
influencing organisational productivity, such as technology and other human resource 
management practices (Kavanagh & Doyle, 2006). And training is often a component of 
a broader human resource management strategy, bundled with other polices to produce a 
collective outcome (Ichniowski et al., 1997; MacDuffie, 1995; Maglen & Hopkins, 
2001). Therefore it can be very difficult to attribute an organisation’s economic benefit to 
training and development alone.  
 
Although diverse assumptions and some reviews about the economics of training can be 
found in the literature, some studies do suggest that there may be a relationship between 
an investment in training and development and employee turnover (Felstead, Fuller, 
Unwin, Ashton, Butler & Lee, 2005; Martin, 2003; Smith et al., 2008a, 2011). Felstead et 
al. (2005) and Keep (2009) claim that most economics of training studies fail to engage 
with the research on adult learning in the workplace; rather, the findings appear to focus 
on investment in formal, often pre-employment, education. This review therefore also 
examines the literature and data on employer-provided training and development 
practices to determine whether there exists any research that explores an association 
between a variety of training and development practices and employee turnover. 
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Employer-provided training and development practices 
This section reviews the literature on training and development practices adopted by 
employers to investigate the possibility of training and development models exerting a 
differential impact on employee turnover. It commences with a discussion on the formats 
for training commonly utilised by organisations and then examines factors influencing 
the amount and format of training and development adopted by employers. It also 
reviews the small amount of literature on the relationship between employer-provided 
training and development and employee turnover. 
 
The format for training and development 
‘Training and development’ is the term used to describe the process of acquiring skills 
and knowledge. In most organisations, training and development is a part of a larger 
human resource management (HRM) function. The specific activities associated with 
HRM are encapsulated in McLagan’s (1989) wheel of HRM. The wheel includes training 
and development as a subset of human resource development (HRD), together with 
organisational development and career planning (McLagan, 1989). This is illustrated in 
Figure 2-1. 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 2-1: The human resource wheel and the primary HRM and HRD functions 
  Source: McLagan (1989). 
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The literature uses a variety of alternative terms to describe the activities normally 
attributed to training and development, leading to inconsistency about what actually 
constitutes training and development. ‘Training’, ‘training and development’, 
‘education’, ‘employee development’, and ‘human resource development’ are all terms 
frequently used to described workplace learning (Smith, 1998). However, although these 
terms are used interchangeably, each one claims to have a unique focus on workplace 
learning. For the purpose of this study training and development is defined as planned 
and ad hoc skill and knowledge acquisition relevant to the individual and the 
organisation. 
 
A variety of formats for training and development are used by organisations. These 
formats are a combination of structures, such as formal versus informal, accredited 
versus unaccredited, and internal versus external, and methods such as workshops, 
lectures, audio and video (Cully, 2005). Formal training is often planned in advance and 
has a defined curriculum. Examples of formal training include seminars, lectures, 
workshops, audiovisual presentations, apprenticeships and traineeships (Lynch & Black, 
1995). In contrast, informal training is usually unplanned and easily adapted to situations 
and individuals (Australian Bureau of Statistics, 2007; Cully, 2005; Lynch & Black 
1995). In this type of training, employees learn by observing others, doing the job or one-
on-one with co-workers. 
 
Training may be either accredited or unaccredited. Training in Australia is considered 
accredited if it is delivered by an accredited training institution and leads to a recognised 
certificate or qualification (Cully, 2005). Accredited training often uses a variety of 
methods, such as lectures, on-the-job projects, online computer-aided learning materials 
and video presentations (Commonwealth of Australia, 2008).  
 
A criticism found in the literature relating to the measurement of training is that most 
empirical data measure formal training activities in organisations and little is available on 
investment in or the types of informal training undertaken by organisations (Australian 
Industry Group, 2006; Keep, 2002, 2009; Osterman, 1995). Keep (2002) argues that 
since informal training may make up the bulk of workplace learning, this is a major 
problem. Qualifications and days spent on off-the-job courses are relatively easily 
quantified and counted; informal and uncertified learning are not (Keep, 2009).  
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Although, many studies measure the provision of employer-provided training and 
development, very few studies collect data on the various formats for training and 
development used by organisations (Australian Bureau of Statistics, 2007;  Cully, 2005; 
Lynch & Black, 1995; Smith, 1998). Moreover, much of the data used by empirical 
studies is gleaned from and reported by individual countries in government and industry 
papers. For example, in Australia these data are often reported through the National 
Centre for Vocational Education Research (NCVER), the Survey of Education and 
Training, conducted by the Australian Bureau of Statistics (2009) and Australian 
Industry Group reports such as World Class Skills for World Class Industries 2006. In 
the United Kingdom similar data are collected by the National Employers Skills Survey 
(NESS), the British Social Attitudes Survey and the General Household Survey (GHS), 
while in the United States researchers have relied on the National Longitudinal Survey of 
Youth (NLSY), Educational Quality of the Workforce (EQW) survey and the 1995 US 
Survey of Employer-Provided Training. A number of surveys collect and analyse data 
across European countries through the Statistical Office of the European Communities 
(Eurostat), such as the Continuing Vocational Training Survey (Eurostat, 2000) and 
international data such as the Organisation for Economic Co-operation and 
Development’s (OECD) Education at a Glance and the Granet Survey conducted by the 
Centre for European Human Resource Management at the Cranfield School of 
Management. To improve the consistency of international measures, the latest Australian 
Bureau of Statistics (2009) Survey of Education and Training has adopted the learning 
classifications used by Eurostat. 
 
The above data sources and the small number of empirical studies on employer-provided 
training and development reveal that the most frequently used training formats vary 
among countries. Furthermore, because the research data are not collected in a 
standardised format, it is difficult to compare training and development activities 
globally. However, within each country the empirical, government and industry-based 
surveys obtain and report fairly consistent results.  
 
The purpose of discussing the various formats for training and development is to identify 
how training and development is undertaken in organisations and then explore if the 
various ways in which training is undertaken relates differently to employee turnover. 
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Common formats for training and development used by employers in Europe 
One of the most extensive surveys comparing training in Europe, the Continuing 
Vocational Training Survey (CVTS2; European Commission, 2000), found that 54% of 
European organisations provide internal and external courses and seminars, while the 
number of organisations offering more innovative formats for training, such as job 
rotation, learning circles and self-directed learning, is notably lower, at 29%. The 
variability between countries is evidenced by examples such as self-directed learning 
being used in 75% of organisations in Denmark but by only 6% of organisations in Italy. 
The use of learning circles ranged from 33% in Spain to 4% in Poland. The OECD’s 
Education at a Glance (2003) also found a wide variation between countries for ‘the ratio 
of hours in job-related training to annual hours of work’. Similar to the results for self-
directed learning, it discovered that Denmark had the highest job-related training to 
annual hours of work, with 64% and Italy with the lowest at 6%. Smaller empirical 
studies in Poland found the most frequently used training methods are computer-based 
training and video and audio tapes (Elbadri, 2001; Tung & Havloc, 1996).  
 
The European Commission’s CVTS2 (2000) indicates that in 10 countries, including the 
United Kingdom, more than 50% of organisations conducted internal courses. This is 
consistent with findings from Action and Golden’s (2003) and Mathews, Ueno, Periera, 
Silva, Kekale and Repka’s (2001) empirical studies, which found that the most preferred 
method of training in the United Kingdom takes the form of in-house participative 
seminars. The Learning and Skills Council’s (2006) National Employers Skills Survey for 
2005 reported similar findings for employers in England, claiming that the most common 
reason why employers do not source training from further education colleges is that they 
prefer to train in-house (32%). Participative courses and seminars were also viewed as 
the most highly effective and well-regarded method (Action & Golden, 2003). 
 
Common formats for training and development used by employers in United States 
In the United States several studies make an attempt to compare the results from different 
surveys, particularly using the US Survey of Employer-Provided Training (SEPT; 1995) 
and the National Longitudinal Survey of Youth (NLSY; 1979, 1988/2000) (Lillard & Tan, 
1992; Loewenstein & Spletzer, 1999), but the variations in survey questions and design 
make it difficult to report the specific training methods used by employers in the United 
States. The SEPT (1995) found that formal training, described in the survey as activities 
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such as classroom work, seminars, lectures, workshops, and audio-visual presentations, 
accounted for 67% of total hours of training. It did not distinguish between internal and 
external training (Stern, Song & O’Brien, 2004). 
 
The NLSY (1979; 1988/2000) is consistent with the Bureau of Labor Statistics (1995) 
and SEPT (1995) and also distinguishes between internal and external training 
opportunities. It reports that the most frequent type of training is formal company 
training (37.5% of all training activities); non-company seminars or training programs 
are also frequently used, with 34.2% of all training sessions being run by someone other 
than the employer (Frazis & Spletzer, 2005). However Paradise (2010) claims the 2009 
American Society for Training and Development, State of the Industry Report, 
demonstrates that since 2004 organisations in the United States have relied less on 
outsourcing training and development each year. The average percentage of the training 
budget allocated to external services was 22% in 2008, down from 25.2% in the previous 
year. Instead, organisations are relying on internal resources for their workplace learning 
more than in the past. Charles, Read and Kleiner (1996) found the most commonly used 
training methods across United States companies, in order of frequency, are videotapes, 
lectures, one-to-one instruction, roles plays, games/simulation, case studies and 
computer-based training. 
 
Common formats for training and development used by employers in Australia 
In contrast to the European and United States data, a high proportion of Australian 
employers prefer informal learning (Australian Industry Group, 2006; Ridoutt, Dutnell, 
Hummel, & Selby Smith, 2002). Ridoutt et al. (2002), using ABS data over a number of 
surveys, report that 98.8% of training occurs on the job and is likely to be unstructured. 
Cully (2005) also reports that the proportion of employers providing unstructured 
informal training is around double that of those providing structured training. His 
analysis of the 2005 Survey of Education and Training reveals that about four in five 
employers provide unstructured informal training, ranging from around half of all 
employers in transport and storage, and communication services, to almost all employers 
in government administration, and personal and other services. 
 
Although there appear to be high levels of informal training in Australian organisations, 
Cully (2005) and the Australian Industry Group (2006) found that employer engagement 
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with the formal system of vocational education and training (VET) in Australia was 
substantial and growing. In Australia, nationally recognised training (NRT) is both 
structured and accredited, delivered by a registered training organisation (RTO), and 
leads to qualifications awarded under the Australian Qualification Framework (AQF) 
(Karmel & Cully, 2009). However, although earlier reports projected an increase in 
accredited training, later reports by NCVER (2010) and Karmel and Cully (2009) found 
that employers’ demand for unaccredited training is much larger than the demand for 
accredited training, and the number of employers using NRT fell by 3% between 2005 
and 2007.  
 
NCVER (2010) reports that employers who use unaccredited training to provide skills for 
the job and to maintain professional and industry standards stated that the reason for 
choosing unaccredited training over NRT was that it was considered more cost-effective, 
time-efficient and flexible. Cully (2005), in a summary of research on employer-provided 
training, stated that: 
A strong finding to emerge from this body of research is that employers find it 
difficult to organise training for their workforces; in particular, they find the 
formal VET system to be complex (p. 8).  
 
The challenge for institutions and government enterprises concerned about the low 
demand by employers for NRT is that, for qualifications to meet quality standards and be 
recognised across industries and the various Australian states, there need to be some 
structured, formal and rigorous administrative and training processes (often considered 
burdensome). This, according to the Australian Industry Group (2006), is a key reason 
why industry chooses not to engage in NRT. Some reports do however claim that 
employers who engage in NRT do so because they trust the qualification and feel that a 
person with a certain qualification will get the job done. Other reports suggest that 
employers engage in NRT for a number of reasons: to meet contractual obligations, 
standards and regulations; to make use of government financial incentives for NRT; to 
offer employees career paths through qualifications; and to enhance morale in the 
workplace (Smith et al., 2009; Townsend, Waterhouse & Malloch, 2005). According to 
the Australian Industry Group (2006), a greater number of employers will use the NRT 
system if the training is more flexible and better customised to their needs and more 
financial incentives are available from governments. 
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Lower employer engagement with nationally recognised training compared with 
unaccredited training is also found in the United Kingdom and United States. The United 
Kingdom’s 2009 National Employers Skills Survey (NESS) statistics shows that less than 
one-quarter (24%) of the employees had received training that led to a nationally 
recognised qualification. There was no increase between 2005 (18%) and 2007 (18%); 
however, it does represent an increase of 6% in the previous 12 months (UK Commission 
for Employment and Skills, 2010). In the United States, Frazis and Spletzer (2005) found 
that vocational or technical institutes only represent 9.7% of all training spells in the 
United States. 
 
In summary, it seems the most common training formats vary by country. It is difficult to 
be precise or find common elements globally, as the surveys used in each country are not 
internationally standardised. It can be concluded that most organisations adopt a range of 
traditional training formats such as formal in-house participative courses and informal 
self-directed and on-the-job coaching. Employer-provided training data are yet to reveal 
the use of new technology such as ‘social media’ as mechanisms for workplace learning.  
 
This section of the literature review identified a number of training and development 
formats adopted by employers in Europe, United States and Australia and that the 
adoption of these formats varies according to a number of factors. The literature indicates 
that the format for training and development often depends on the reasons for employers’ 
investing in training and development (Green, 1993). 
 
Determining the investment in training and development 
Decisions by employers to invest in training and development are like other business 
decisions: they respond to the internal and external environment (Green, 1993). A review 
of the literature indicates that the drivers of employer-provided training and development 
are divided into two categories: those that develop the organisation and those that 
development the individual (Australian Industry Group, 2006; Bartel, 1995; Cully, 2005; 
Green, 1993; Smith & Hayton, 1999) 
 
Firstly, organisations often invest in training to meet organisational goals, such as the 
organisation’s business strategy; to gain a competitive advantage; to improve 
organisational capability; and to compete in the labour market (Australian Industry 
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Group, 2006; Bartel, 1995; Cully, 2005; Smith & Hayton, 1999). The purpose of training 
and development in these circumstances can be identified as organisational development. 
 
Secondly, organisations invest in training to meet the needs of individual workers, for 
example, meeting occupational standards, fulfilling job requirements, enhancing 
employee productivity and achieving career progression (Australian Industry Group, 
2006; Bartel, 1995; Bishop, 1990; Ichniowski et al., 1997; Smith & Hayton, 1999). The 
purpose of training and development in these circumstances can be identified as 
individual development. 
 
The earlier studies indicate that organisations placed emphasis on training for individual 
improvements in productivity and job performance and organisational improvements in 
efficiency and cost reduction (Bartel, 1995; Bishop, 1990; Smith & Hayton, 1999). More 
recent studies however suggest that vocational regulation, integration with other human 
resource management strategies and being an ‘Employer of Choice’ are becoming strong 
drivers of training (Keep, 2002; Smith et al., 2008a, 2009).  
 
The shift in emphasis is influenced by economic conditions, global competition and 
labour market trends. Global competition is driving the need for organisations to foster a 
culture of identification with and commitment to the business (Australian Industry 
Group, 2006; Felstead et al., 1999). The Australian Industry Group (2006) survey of 
employers indicates that labour market trends are driving the need for training to 
overcome skills shortages. For example, 87% of the organisations surveyed indicated 
they want to further increase their investment in training. Smith et al. (2008a) also report 
that in a tight labour market, employers are attempting to ensure the supply of skills and 
labour by attracting and retaining the best employees. In this case training is viewed as a 
part of a broader human resource management strategy to develop the profile of the 
organisation in a competitive labour market. 
 
Determining how best to invest in training and development is often a complex process, 
with the literature suggesting that a variety of assessment methods are used to decide 
training and development needs in organisations (Heraty & Collings, 2006; Stone, 2002). 
One of the earliest models for determining training needs was developed by Kirkpatrick 
(1977). Kirkpatrick suggested four methods for determining training needs: appraising an 
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individual’s performance; surveying employees for individual needs; testing employees; 
and using advisory committees. He claims that if these methods are used in tandem a 
more accurate assessment of the organisation’s training needs is likely to result. A study 
by Heraty and Collings (2006) suggests that organisations still rely on these traditional 
methods of assessment, explaining that organisations use data from performance 
management appraisal systems, employee requests for training and training and 
development audits.  
 
Other studies suggest that a combination of organisation, management and individual 
analysis is required for effective investment in training and development (Capps, 2005; 
Stone, 2002). Central to a combined analysis is the power and control held by 
management and workers in deciding the training needs of individual and collective 
groups of workers. If managers and workers are involved equally, then managers benefit 
from more effective and targeted use of the training dollar, and workers benefit from 
input into their own professional needs (Harris, 2000). 
 
This review indicates that determining why and what training and development to invest 
in is a complex process and is influenced by a number of organisational and external 
factors. Other studies examine these factors, including investigating their influence on the 
amount and format of training and development undertaken by organisations. 
 
Factors influencing the provision of employer-provided training 
Although difficult to determine due to poorly measured training expenditure and the 
inconsistent criteria used by multiple studies, the literature suggests that the amount of 
employer-provided training has remained static from 2001 and 2009; similarly, data 
collected though government and industry surveys in Australia, United Kingdom, Europe 
and United States indicate that employer investment in training between 2005 and 2009 
has declined or remained the same (Australian Bureau of Statistics, 2007; Paradise, 2010; 
UK Commission for Employment and Skills, 2010) 
 
In Australia, the Australian Bureau of Statistics (2007) data relating to employer training 
indicates that, while the proportion of persons completing a work-related training course 
has been increasing over time, the total number of training hours has declined. The total 
work-related training hours were 139.0 million hours in 2005, compared with 143.4 
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million hours in 2001, and 148.6 million hours in 1997, while the UK Commission for 
Employment and Skills (2010) NESS 2009 employers survey indicates little difference 
between the 68% reported in 2009 and the 67% in 2007. The American Society for 
Training and Development (ASTD) State of the Industry Report suggests that, as the 
pressure to deal with global economic uncertainty mounted throughout 2008, 
organisations slightly reduced spending on training on a per-employee basis. The average 
annual learning expenditure per employee fell by 3.8% (Paradise, 2010). 
 
Empirical evidence suggests that the provision of employer-provided training and 
development is influenced by the organisational and employment characteristics of 
employers. This section of the review also examines this literature to identify whether 
employee turnover is considered to be a factor influencing the provision of training and 
development. 
 
Firstly, in the context of organisational characteristics, a number of research studies 
demonstrate that the size of an organisation and the industry sector of the workforce 
influence the amount and format of training provided. Studies by Booth (1991), Green 
(1993), Lynch and Black (1995) and Tan and Lopez-Acevedo (2003) reveal that larger 
organisations provide more work-related training than smaller organisations. The UK 
Commission for Employment and Skills 2009 NESS survey (2010) and the European 
Commission’s CVTS2 survey (2000) both reveal that organisation size remains a key 
factor in the likelihood of employees receiving training. Szamosi, Duxbury and Higgins 
(2004) claim that this may be because larger organisations are in a position to take risks, 
while Felstead, Gallie, Green and Zhou (2010) claim that larger organisations can be 
more accommodating of regulation and bureaucracy. Smith et al., (2008a) and UK 
Commission for Employment and Skills (2010), on the other hand, maintains that this is 
because larger organisations have the advantage of economies of scale and are more 
likely to have access to internal training facilities. However, smaller employers often 
spend more than larger employers on training on a per capita basis (Smith et al., 2008a).  
 
Industry type is also a factor influencing the amount of investment in training (Booth, 
1991; Lynch & Black, 1995). Booth (1991) found that the incidence of training is greater 
in the public sector and Lynch and Black (1995) report that there are fewer formal 
training programs in the manufacturing sector. Other studies consistently support these 
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findings. Blunch and Castro (2005, cited in Zheng, Hyland & Soosay, 2007) report that 
in OECD countries, employees in the service sector such as finance, insurance and 
business have a higher probability of being trained compared with those in the 
manufacturing industry. Zheng et al. (2007) found that 43% of service sector 
multinational companies in Asia indicated that they spend over US$500 on training each 
employee compared with 23% of manufacturing.  
 
Other organisational characteristics that influence the amount of employer-provided 
training and development are unionisation and gender and workforce composition. 
Studies of the relationship between unionisation and training suggest that more training is 
conducted in unionised organisations because unions are able to direct training towards 
workplaces with union coverage (Booth, Marco & Gylfi, 2003; Blundell, Dearden & 
Meghir, 1996; Ridoutt et al., 2002). Workforces with a higher proportion of casuals and 
part-time employment gain fewer training opportunities (Booth, 1991; Felstead et al., 
2010; Stanwick, 2009). In Australia, the 2009 Survey of Education and Training found 
that persons employed full-time were more likely to participate in work-related training 
than those employed part-time (79% compared with 62%; Australian Bureau of 
Statistics, 2009). The data on gender are inconsistent. Some studies find that women, 
particularly those with children, are less likely to receive training than men (Blundell et 
al., 1996; Green, 1991); others indicate a rising trend for women participating in 
workplace training (Felstead et al., 2010; UK Commission for Employment and Skills, 
2010). This reflects women’s increasing access to professional and managerial jobs 
(Stern et al., 2004) 
 
Secondly, employment practices influence the amount and format of training provided by 
employers. Employment practices provide an important context in which training 
operates and any effect of training is likely to be mediated by those practices (Ridoutt et 
al., 2002). Using the international Granet Survey 1999, Hanson (2007) found that 
companies supporting employee development policies such as a written training policy 
and schemes to analyse training provided more training to employees. The Australian 
Industry Group (2006) reports that organisations with workforce development plans are 
more likely to invest in training. Devins, Johnson and Sutherland (2004) and the UK 
Commission for Employment and Skills (2010) also found a positive impact where 
formalised training plans and practices exist.  
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Other employment practices that appear to affect the likelihood of training are group 
involvement and the importance of innovation to the organisation. Workers with ‘high 
group involvement’ and in situations in which they are involved in decision-making are 
three times more likely to receive training compared with ‘low involvement’ 
environments (Felstead et al., 2010). Osterman (1995) found strong evidence that 
organisations with high performance work practices (HPWP) provide more training than 
other organisations. And Hanson (2007) found a positive relationship between a 
recognition of the significance of innovation and the amount of training.  
 
The literature provides little consensus on employee turnover as a factor influencing the 
provision of training and development. The US Survey of Employer-Provided Training 
(1995) reported that over a 12-month period employees in organisations with high 
employee turnover received less formal training than those with lower employee turnover 
(61% compared with 75% for medium-turnover and 78% for low-turnover 
establishments; Bureau of Labor Statistics, 1995). In addition, Dearden, Machin, Reed 
and Wilkinson (1997), using the National Child Development Survey (NCDS) and the 
Labour Force Survey (LFS) in Britain, found a small negative relationship between 
mobility and employer-provided training. However, other studies find organisations with 
high employee turnover invest more in training and development because they need to 
train more incoming employees and use training as a way to commit employees to the 
organisation (Forrier & Sels, 2003; Shaw, Delery, Jenkins, & Gupta, 1998; Smith et al., 
2008a).  
 
In summary, the literature on employer-provided training and development indicates that 
organisation characteristics such as size, industry, unionisation and workforce 
composition along with employment practices and employee turnover may influence the 
amount of employer-provided training and development (Booth, 1991;Felstead et al., 
2010; Booth et al., 2003; Blundell et al., 1996; Lynch & Black, 1995; Ridoutt et al., 
2002). Some studies also suggest there may be an inverse relationship between training 
and employee turnover; that is, that training and development may impact on employee 
turnover in organisations (Forrier & Sels, 2003; Shaw et al., 1998; Smith et al., 2008a). 
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The impact of employer-provided training and development practices on employee 
turnover 
The limited number of studies exploring the relationship between various employer-
provided training and development practices and employee turnover generally finds an 
insignificant negative relationship when looking at training’s influence on employee 
turnover (Elisa, 1994; Wadsworth, 1989; Greenhalgh & Marrotas, 1996). However, there 
is evidence that training reduces the probability of employee turnover for women (Elisa, 
1994) and for men who complete an apprenticeship (Booth & Satchell, 1994; 
Winkleman, 1994).  
 
One study (Martin 2003) using two organisation-level surveys (the 1991 Employers 
Manpower and Skills Practices Survey and the Workplace Employee Relations Survey) 
found a complex relationship between turnover and training. In his study Martin (2003) 
examined how on-the-job training, continual training and training to be multiskilled 
related to employee turnover. Organisations that enhance the skills of existing workers 
have lower turnover rates, but turnover is higher when workers are trained to be 
multiskilled (Martin, 2003). 
 
There is a lack of Australian empirical studies that specifically examine the relationship 
between employer-provided training and employee turnover. Neither NCVER nor ABS 
collects employee turnover data as a part of their education and training surveys. One 
study of training and development expenditure in Australia found that a major factor 
driving training in the retail sector has been the extent of employee turnover in the 
industry (Smith et al., 2008a). These researchers conclude that employers are keen 
therefore to develop and keep their staff. Another Australian study reviews the influence 
of training on retention alongside other high performance work practices (Smith et al., 
2008a, 2011). This study is reviewed in the next section along with other research studies 
on employee turnover and retention. Most studies that specifically examine training and 
employee turnover use data collected from surveys in the United Kingdom and the 
United States. The limitation of these studies is that they measure only the amount of 
training and do not examine whether various employer-provided training and 
development practices have a differential impact on employee turnover. 
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Other studies investigated the converse proposition: the impact of training on the 
likelihood that employees will search for a job (Felstead et al., 1999; Loewenstein & 
Spletzer, 1998; Lynch & Black, 1995).. Felstead et al. (1999) found that, where 
employers provided training and when it was oriented towards securing the greater 
commitment of trainees to the organisation, there was more likely to be a negative impact 
on employee turnover. The research found that, when training is entirely employer-
provided, approximately 12% of individuals say they would look for another job, 
whereas if employees funded their own training they were more likely to search in 40% 
of cases and less likely to search in 5%. The research also found that, if employees 
judged the training as providing skills that are more firm-specific, job search is likely to 
be substantially reduced compared with their reference to general skills. Therefore 
consistent with human capital theory, Felstead et al. (1999) conclude that training is more 
likely to lead to lower mobility when it is less transferable and provided by the employer. 
Research using the NLYS also consistently shows that employees who receive on-the-job 
training from their employer are less likely to leave their job, whereas those who 
participate in external training are more likely to leave their job (Loewenstein & Spletzer, 
1998; Lynch & Black, 1995) 
 
The formats used by organisations to deliver employer-provided training and 
development and the factors influencing both the format for training and development 
and the relationship between employer-provided training and development and employee 
turnover are summarised in Table 2-2. 
 
Although this literature review found that there is some literature on the relationship 
between employer-provided training and development and employee turnover, the results 
are often insignificant or lack consensus and none examines a variety of training and 
development practices and how these varying practices have a differential impact on 
employee turnover. Therefore the next section turns to the literature on employee 
turnover studies to determine whether this literature examines how training and 
development practices relate to employee turnover. 
   35 
 
Table 2-2: Overview of employer-provided training and development practices and 
employee turnover 
 
1. The format for training and development 
 
How training and development is structured Training and development 
methods 
 
Formal vs informal 
Formal training is often planned in advance and has a structured format 
and a defined curriculum 
Informal training is unstructured, unplanned and easily adapted to 
situations and individuals 
 
Internal vs external 
Whether the training method is provided by the employer in the 
workplace or external to the workplace 
 
Accredited vs unaccredited 
Training is accredited if it is delivered by an authorised training 
institution and leads towards a recognised certificate or qualification 
 
(Cully, 2005; Smith, 1998) 
 
Courses and workshops 
Lectures and seminars 
Self-paced manuals 
Training videos 
Job rotation 
Learning and quality circles 
Coaching and shadowing 
On-the-job training 
 
(Australian Industry Group, 
2006; European Commission, 
2000; UK Commission for 
Employment Skills, 2010; 
OECD, 2003) 
 
2. The purpose and drivers of training and development 
 
Organisational development Individual development 
Connect training to the business strategy, gain a 
competitive advantage, improve organisational 
capability, Improve efficiency, quality and reduce costs, 
comply with external regulation and licensing, 
workplace change (including organisation of work, 
technology and product change) and to be an Employer 
of Choice 
Maintain vocational regulations and professional 
standards, improve job performance and productivity, 
career progression and build commitment to the 
organisation 
(Australian Industry Group, 2006; Bartel, 1995; Bishop,1990; Cully, 2005; Felstead et al., 1999; Smith, 1998) 
 
3. Factors influencing the provision of training and development 
 
Organisational characteristics Employment practices 
 
Employee turnover 
 
The size, industry and occupational 
group may influence the amount and 
type of training and development 
 
Unionisation, gender and workforce 
composition influence the provision 
of training and development 
 
(Blundell et al., 1996; Booth, 1991; 
Dearden et al., 1997; Green, 1993; 
Lynch & Black, 1995) 
Employment practices may 
influence the amount and type of 
training, including training polices 
and plans, group involvement & 
innovation 
 
(Felstead et al., 2010; Hansen, 2007; 
Osterman, 1995; Ridoutt et al., 
2002) 
Some studies report organisations 
with high employee turnover had 
less investment in training (Dearden 
et al. 1997) 
 
Contrasting studies report high 
employee turnover organisations 
invested more in training and 
development because they needed to 
train more incoming employees 
(Forrier & Sels, 2003; Shaw et al., 
1998; Smith et al., 2008a) 
 
4. Impact of employer-provided training and development practices on employee turnover 
 
 Employees who receive on-the-job training are less likely to leave than those who receive external training 
(Lowenstein & Spletzer, 1998; Lynch & Black, 1995) 
 Job-related training reduces the probability of turnover for women (Elisas, 1994) 
 Men who complete apprenticeships and other vocational education training are less likely to quit (Booth & 
Satchell, 1994; Winkleman, 1994) 
 Organisations that enhance skills of existing workers have lower turnover rates but turnover is higher when 
workers are trained to be multiskilled (Martin, 2003) 
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Employee turnover studies 
Having explored the economics of training and the assumptions relating to training and 
employee turnover and reviewed studies of employer-provided training and development 
practices and concluded that there are limited studies that examine the relationship 
between a range of training and development practices and employee turnover, it is now 
necessary to turn to employee turnover studies to discover whether they reveal a 
relationship between training and development and employee turnover.  
 
Employee turnover is commonly referred to as individuals leaving the organisation 
(Bluedorn, 1978). Price (1977) defines employee turnover as the movement of members 
across the boundary of an organisation. The common term given to those leaving an 
organisation is ‘quits’ and most research has given attention to those leaving rather than 
entering an organisation, and to voluntary quits and not involuntary quits (Price, 2001). 
 
Voluntary and involuntary turnover are distinguished in Bluedorn’s (1978) taxonomy of 
employee turnover. The taxonomy has two dimensions (a) direction of movement across 
the organisation’s boundary – in or out – and (b) whether this movement is initiated by 
the employee or not. This taxonomy refers to whether the individual is moving into the 
organisation or moving out. The second dimension refers to whether or not the boundary-
crossing is initiated by the individual. The movement initiated by forces other than the 
individual is referred to as involuntary, while employee-initiated is referred to as 
voluntary. This is illustrated in Figure 2-2. 
 
 
Initiator of movement 
 
Direction of movement 
Into the organisation 
(accessions) 
Out of the organisation 
(separation) 
The individual 
(voluntary) 
Type II 
Voluntary accessions 
Type 1 
Voluntary separations 
Other than individual 
(involuntary) 
Type III 
Involuntary accessions 
Type IV 
Involuntary separations 
 
Figure 2-2: Taxonomy of employee turnover  
Source: Bluedorn (1978). 
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Abelson (1987) suggests that Bluedorn’s (1978) taxonomy be expanded to distinguish 
avoidable voluntary separations from those that are unavoidable. This may improve the 
understanding of the manner in which actual withdrawal decisions are made (Abelson, 
1987; Dalton, Krackhardt & Porter, 1981). However, most employee turnover research 
includes all forms of leaving, using Price’s (1997) generic definition of all movements 
across the boundary of the organisation. 
 
This section of the review examines the data on likely predictors of employee turnover. 
The review commences with an examination of early conceptual work on the decision-
making path to withdrawal from an organisation and the relevant independent variables, 
such as personal, work-related and external factors. It then looks at later studies on 
employment practices and the role of mediating factors such as job embeddedness, 
organisational commitment and job satisfaction as predictors of employee turnover. The 
purpose of reviewing the large amount of data contained in employee turnover studies is 
to ascertain whether the data reveal further propositions for the relationship between 
training and development and employee turnover.  
 
Early predictors of employee turnover 
A large amount of empirical research and literature concerns the reasons for individuals 
leaving an organisation (Cotton & Tuttle, 1986; Griffeth et al., 2000; Mobley et al., 1979; 
Price, 2001; Porter & Steers, 1973). Earlier studies developed conceptual models of 
voluntary turnover and claim job satisfaction as the direct cause of employee turnover 
(Brayfield & Crockett, 1955; Vroom, 1964). However, researchers following these 
studies questioned whether separation occurred as a direct result of low job satisfaction 
or if other factors in the work situation relate to the decision to leave an organisation 
(Mobley, 1977; Arnold & Feldman, 1982). This questioning led to an examination of the 
decision-making path between job satisfaction and actual quitting. 
 
The decision-making path to withdrawing from an organisation 
Mobley (1977) and Mobley, Horner and Hollingsworth (1978) pioneered an explanation 
of the psychological decision-making process underlying withdrawing from the 
organisation. They theorise that job dissatisfaction leads (1) to thinking about quitting, 
which may in turn lead (2) to evaluations for the expected utility of searching for another 
job and costs associated with quitting the present job. From that evaluation, (3) an 
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intention to search for alternative jobs may emerge, which in turn leads (4) to the actual 
search for alternatives and (5) to the evaluation of the acceptability of identified 
alternatives. This last evaluation results in (6) comparisons of these alternatives with the 
present job, which in turn can lead (7) to an intention to quit and (8) eventual turnover. 
The eight-stepped approach to withdrawal suggests that ‘thinking of quitting’ is the next 
logical step after experiencing dissatisfaction and that ‘intention to leave’, following 
several other steps, may be the last step prior to actual quitting.  
 
Arnold and Feldman (1982) suggest that rather than all individuals consistently following 
the same path to quitting, some may withdraw at other points. Results from the Arnold 
and Feldman (1982) study involving 654 members of the accounting profession found 
that several variables explain additional unique variance in turnover behaviour beyond 
that explained by intentions. In addition, no support is found for a hypothesised 
interaction between intentions and the perceived existence of alternatives in influencing 
turnover behaviour. Turnover behaviour was found to be more strongly related to 
intentions to search for alternatives than to intentions to quit (Arnold & Feldman 1982).  
 
Hom, Rodger, Griffeth and Louise (1984) also present a theoretical alternative to 
Mobley’s (1977) model of the employee turnover process, claiming that it needs to be 
more rigorous and suggesting that dissatisfaction evokes thoughts of quitting, these 
thoughts thereby encouraging the formulation of quit decisions and appraisal of the 
expected utility of job seeking and quitting. Their findings delineate two routes of 
departure for disaffected employees. Some leavers enter the marketplace before quitting, 
whereas others quit without prior marketplace entry (Hom et al., 1984). 
 
Also questioning previous decision-making models and supporting the hypothesis that 
there are different routes to leaving, Lee and Mitchell (1994) and Lee, Mitchell, Wise and 
Fireman (1996) describe an alternative approach to employee turnover. They present an 
explanation for four decision paths, referred to in their study as the ‘unfolding model’. 
They argue that researchers either focus on an external perspective, which is mainly 
about job market alternatives, or adopt an internal psychological focus, such as job-
related perceptions and attitudes. Lee and Mitchell’s (1994) approach involves an 
integration of both perspectives. The model’s main components include a ‘shock’ and the 
amount of psychological analysis that precedes the act of quitting (Lee & Mitchell, 
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1994). A shock is a very distinguishable event that jars employees toward deliberate 
judgments about their jobs and, perhaps, to voluntarily quit their job (Lee & Mitchell, 
1994). These reflective processes can vary from a quick judgment, involving just a few 
elements, to a comparative analysis involving many alternatives. Lee and Maurer (1997) 
suggest awareness of the model may assist managers in recognising employees’ decision 
paths and be proactive in providing a solution for retaining valued employees. 
 
These early studies of employee turnover did not include a discussion on training and 
development with other variables in the employee decision-making path to quitting. 
 
The influence of independent variables on employee turnover 
In addition to the psychological decision-making path to ‘quitting’, researchers have also 
examined the influence of other variables on employee turnover, such as job attitudes, 
organisational commitment and demographic characteristics. These studies find that 
turnover is significantly influenced by independent variables such as age, tenure in the 
organisation, overall job satisfaction, organisational commitment, perceived job security, 
and intention to search for an alternative position (Arnold & Feldman, 1982; Cotton & 
Tuttle, 1986; Griffeth et al., 2000).  
 
The independent variables are categorised as external, work-related and personal factors. 
For external factors, Cotton and Tuttle (1986) and Griffeth et al., (2000) find that 
perceptions of job alternatives are consistently positively related to turnover, while the 
presence of unions appears to be negatively related to employee turnover. For work-
related factors they found that pay produces a highly significant meta-analysis, with 29 of 
32 studies finding a negative relationship between pay and turnover. Overall job 
satisfaction, pay satisfaction, satisfaction with supervisor and co-workers and 
organisational commitment also have a strong negative relationship with employee 
turnover. As far as personal characteristics are concerned, there is a consistently strong 
negative relationship between age, tenure and number of dependents and employee 
turnover. Price (2001) reiterated that, with renewed interest in employee turnover and 
retention, future studies should more closely examine the organisational and work-related 
drivers of employee turnover, such as employment or human resource management 
practices.  
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This review finds that, like the early studies of employee turnover and the decision-
making path to withdraw from an organisation, studies of the relationship between 
independent variables and employee turnover do not include training and development as 
one of the variables and its relationship to employee turnover. 
 
Criticisms of early employee turnover studies 
It is difficult to compare the findings from early employee turnover studies due to 
inconsistent measures of employee turnover and the uncertain application of the 
generalisations (Cotton & Tuttle, 1986; Mowday, 1981; Porter & Steers, 1973; Price, 
2001). The main issues associated with measurement inconsistency include variable 
inclusion of ‘leavers’, timeframes, and data samples. It is often unclear what leavers 
(voluntary, involuntary, avoidable, unavoidable) are included in the turnover data (Porter 
& Steers 1973). Some studies measure employee turnover six months after administering 
the survey, others after 12 months. Most studies fail to define what constitutes 
employment in organisations. If contract labour and casual workers are included in the 
data collection, the employee turnover is likely to be overstated, with these groups more 
likely to move in and out of organisations (Bluedorn, 1978). Studies that use data 
samples asking stayers to indicate why colleagues leave risk the data being skewed 
according to the attitudes of those staying (Mowday, 1981). And finally, most studies 
survey people prior to leaving and thus the factors become predictors of employee 
turnover rather than actual reasons for leaving (Cotton & Tuttle, 1986; Mowday, 1981).  
 
The generalisation concerns stem from the criticism that most studies are occupation- or 
business-specific rather than across occupations and industries; and most of the studies 
follow a fairly normative approach (Arnold & Feldman, 1982; Boxall, Mackay & 
Rasmussen, 2003). Although most studies represent a series of well-established 
correlations with other variables, some critics express the need for more multivariate 
conceptual models to increase the potential of the studies to have a stronger ability to 
generalise (Arnold & Feldman, 1982; Mobley et al., 1979).  
 
Earlier studies are criticised for developing models based on reviews of conceptual work 
rather than being grounded in empirical research (Boxall et al., 2003). There is a need for 
further empirical work on the influencers of employee turnover, as evidence suggests that 
high levels of employee turnover have adverse implications for an organisation’s 
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performance (Bergiel et al., 2009). The questions that continue to challenge researchers 
and practitioners, are ‘Why do people leave?’ and ‘Why do they stay? (Mitchell et al., 
2001). With labour market and skill shortages, more effective employee retention 
becomes a key issue for many organisations (Batt & Valcour, 2003; Winterton, 2004).  
 
A number of studies have emerged in the past decade that attempt to identify 
organisation-level influencers of employee turnover. Shaw, Dineen, Fang and Vellella 
(2009) comment that, in the last 10 years there has been a shift from individual-level 
analysis of the predictors of employee turnover toward an organisation-level view of 
employee turnover influences, based on employment practices. A review of these studies 
finds two major directions: firstly, there are studies that examine bundled employment 
practices – what is often referred to in the literature as high performance work practices – 
and their impact on employee turnover; and, secondly, studies at an organisation level 
investigate the relationship between work practices through mediating factors such as 
employee commitment, job satisfaction and job embeddedness. These studies are 
reviewed to determine if they examine the relationship between training and development 
and employee turnover as a part of employment practices or as a mediating factor to 
employee turnover. 
 
Employment practices and employee turnover 
A number of studies show that organisations often use a set of employment practices to 
gain the commitment of employees, which in turn reduces their intention to quit (Allen, 
Shore & Griffeth, 2003; Guest, Michie, Conway & Sheehan, 2003). Employment 
practices used for this purpose are often referred to in the literature as high performance 
work practices and include the use of teams, information sharing, quality circles, 
incentive compensation, employee involvement in decision-making, job rotation, 
performance-based promotion, and formal training (Batt, 2002; Huselid, 1995; Godard, 
2001). A number of studies demonstrate that organisations are looking to high 
performance work practices as a way to retain workers (Batt, 2002; Boslie, Dietz & 
Boon, 2005; Godard, 2001; Huselid, 1995; Lopez, Poen & Ordas, 2005). 
 
Firstly, Huselid’s (1995) study of 3452 diverse US-owned organisations with over 100 
employees found that investments in high performance work practices such as formal job 
design programs, recruitment for job fit, formal training, quality circles, employee 
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participation and linking pay to performance are associated with lower employee 
turnover. Secondly, Godard (2001) found that high performance work practices are 
associated with increased ‘belongingness’, empowerment and job satisfaction. Thirdly, 
Batt’s (2002) study of high performance work practices in call centres found that 
employee turnover was lower in organisations that emphasise employee participation in 
decision-making and team involvement and offer human resource incentives such as high 
relative pay and employment security. Similar findings were suggested by Boslie et al. 
(2005) in their review of 104 empirical research studies into the linkages between work 
practices and employee turnover. They conclude that organisational interests are best 
served by a combination of work practices that attend to employee interests such as their 
skill requirements, motivations and the quality of their jobs.  
 
Rather than examine the collective use of a set of employment practices, Smith et al. 
(2011) explored the underlying management philosophies which are commonly 
associated with high performance work practices: the learning organisation, total quality 
management, lean production and the use of team working. They found that not all high 
performance work practices have the same effect. Of the HPWP measures, learning 
orientation emerged as the most consistent determinant of employee turnover. Smith et 
al. (2011) suggest that the elements of a learning organisation (the pursuit of a 
commitment to learning, shared vision and open mindedness) are critical for ensuring 
both a short-term reduction in turnover and the long-term retention of skills. Thus it 
appears that employees may stay in an organisation that fosters a climate of learning. 
 
The support for high performance work practices varies. Becker and Gerhart (1996) 
suggest there are varying interpretations of what constitutes high performance work 
practices. They found 27 variables across five studies. The lack of a uniform and valid 
definition of HPWP might be a source of inconsistent results (Boslie, Paauwe & 
Richardson, 2003), along with the unresolved issue of which HR systems should be 
bundled together to form a high performance work system (Lepak & Snell, 2002). In an 
analysis of longitudinal data from the National Employer Surveys in the US, Cappelli 
and Neumark (2001) found HPWP to be associated with increased labour costs, to have 
weak productivity effects and to bear no association to labour efficiency. Godard’s 
(2001) study of Canadian organisations and his subsequent (2004) found that high 
performance work practices had few positive associations with the perceived gains from 
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these practices and that in some cases these associations were negative. Limitations 
identified across these studies include the reliance on single respondent data (Ichniowski 
et al., 1997), the use of single items to measure complex work arrangements (Cully, 
2005) and over-representation of traditional practices not unique to high performance 
work practices (Godard & Delaney, 2000).  
 
Hausknett and Trevor’s (2011) review of employee turnover studies illustrates that 
employment practices, along with collective attitude (management quality, cohesive 
team, satisfaction and commitment) and collective characteristics (member organisation 
and labour market characteristics), are antecedents for employee turnover and that 
collective employee turnover has consequences for productivity, customer outcomes and 
firm performance. Although these studies provide organisations and managers with 
numerous turnover management strategies, Hausknett and Trevor (2011) suggest there is 
a need for further research into the antecedents and consequences of organisation-level 
employee turnover.  
 
Other studies of employment practices and employee turnover include employee benefits 
or inducements. These studies are predicated on the assumption that employees are 
obliged to stay when organisations invest in employee benefits such as health insurance, 
training, job security and pay for performance (Shaw et al., 1998, 2009). Training and 
development is often assumed to be an employment benefit that retains employees; 
therefore, providing employees with sufficient training opportunities is an investment 
strategy for job stability (Shaw et al., 1998). Maertz and Campion (2004) argue that 
employee benefits such as training are designed to send signals about long-term 
employment possibilities and should strengthen retention for all employees because of 
stronger perceived obligations and the higher perceived costs of leaving.  
 
Studies of employment practices often included training and development, along with 
other high performance work practices or employee benefits. However, on examination 
of these studies, it is difficult to determine whether there is a relationship between 
training and development and employee turnover, as training is bundled with other 
employment practices and not studied as an independent practice. 
 
Mediating factors and employee turnover 
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Additional studies attempt to measure job embeddedness, organisational commitment 
and job satisfaction as mediating factors in employee turnover (Allen & Meyer, 1990; 
Bergiel et al., 2009; Chew & Chan, 2006; Mitchell et al., 2011; Winterton, 2004)..  
 
Firstly, job embeddedness as a mediating factor was introduced by Mitchell et al. (2001), 
who described job embeddedness as a net or a web in which an individual can become 
stuck and a person who is highly embedded is characterised by many links that are close 
together. It includes individuals’ links to other people, teams, and groups, perceptions of 
their fit with job, organisation, and community, and what they say they would have to 
sacrifice if they left their jobs. In two separate investigations (a grocery supermarket 
chain and a hospital) they found that people who are embedded in their jobs have less 
intent to leave and do not leave as readily as those who are not embedded. Job 
embeddedness is also mediated by remuneration and promotion opportunities (Bergiel et 
al., 2009). Thus, employees are likely to be more embedded in their job and less likely to 
leave when there are good pay and promotion opportunities (Bergiel et al., 2009). 
Whether an employee is embedded or not often depends on co-worker embeddedness. 
Felps, Mitchell, Herkman, Lee, Holtom and Harman (2009) found that a co-worker’s job 
search may act as a critical mechanism in the turnover contagion process. ‘Beyond just 
affecting individual decision making, it also influences whether the social environment 
incites leaving’ (Felps et al., 2009, p. 557). 
 
Secondly, organisational commitment as a mediating factor is demonstrated as having 
involvement in and emotional attachment to the organisation (Allen & Meyer, 1990). 
Aragarwala (2003), who also proposed an indirect impact on employee turnover through 
organisational commitment, found that, when employees believed their organisation is 
introducing favourable employment practices, they are likely to perceive these activities 
as investments the organisation is making in the employees. In return the employees are 
likely to enhance their investment in the organisation by increasing their level of 
commitment. Chew and Chan (2006) also found that organisational commitment is 
positively affected by the person’s fit to the organisation, their remuneration, recognition, 
training and their opportunities for undertaking challenging employment assignments. 
 
Thirdly, job satisfaction as a mediating factor to actual separation is coupled with 
perceived alternative opportunities, intention to quit, low organisational commitment and 
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ease of movement. Winterton’s (2004) model, illustrated in Figure 2-3 suggests that the 
withdrawal process is not necessarily linear. For example, the intention to quit may be 
stimulated by job satisfaction (a push effect) or labour market opportunities (a pull effect) 
but the actual quit is more likely to be stimulated by either low commitment to the 
organisation or by ease of movement to another position. 
 
 
 
 
 
 
 
Figure 2-3 Stages in the process of voluntary separation 
         Source: Winterton (2004) 
 
The purpose of Winterton’s (2004) model is to provide a framework for actions designed 
to reduce employee turnover and promote retention. Winterton (2004) includes 
employer-provided training and development in his suggestions for increasing 
organisational commitment, and firm-specific training and development for reducing 
ease of movement. 
 
Also in relation to job satisfaction as a mediating factor, Luna-Arocas and Camps (2008) 
found that the relationship between job satisfaction and turnover intentions is mediated 
by employee commitment. Specifically, they argue that pay and job enrichment strategies 
are positively related to job satisfaction, and that job enrichment strategies and job 
stability strategies are positively related to employee commitment. Furthermore, 
employee commitment is negatively related to turnover intentions. Luna-Arocas and 
Camps (2008) suggest the use of specific practices to develop satisfaction and 
commitment as an intermediate step to encourage low turnover intentions and that the 
effectiveness of work practices may depend on the way they are implemented in the 
organisation.  
 
This review found that few of the studies of mediating factors, such as job 
embeddedness, organisational commitment and job satisfaction, include training and 
Low job satisfaction Intention to quit Labour market 
opportunities 
Low commitment Actual quit Ease of movement 
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development as a factor that mediates employee turnover. Winterton (2004) and Chew 
and Chan (2006) did however find that training and development is a factor that mediates 
job satisfaction and organisational commitment, which in turn relates to intentions to stay 
or leave an organisation. 
 
A summary of employee turnover studies 
The significance of employee turnover to the success of organisations has resulted in a 
very large number of academic studies of employee turnover. In their attempt to 
determine predictors of employee turnover, many studies examine the decision-making 
path to withdrawing from an organisation in relation to independent variables such as 
personal, work-related and external factors; others examine the influence of employment 
practices and mediating factors (job embeddedness, organisational commitment and job 
satisfaction) on employee turnover. Table 2-3 attempts to provide a snapshot of the key 
predictors and influencers of employee turnover gleaned from the diverse array of 
employee turnover studies.  
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Table 2-3: Summary of key predictors of employee turnover gleaned from employee turnover literature  
 
Decision-making path  
 
Independent variables  Employment practices  Mediating factors 
 
Sequential decision-making path 
to withdrawal: 
1. Job satisfaction leads to 
2. Thinking of quitting which 
leads to 
3. Intention to search (depending 
on the probability of finding 
acceptable alternatives) then 
4. Intention to quit/stay 
5. Actual quitting or staying 
(Mobley, 1997; 1978) 
 
Some leavers quit before entering 
the market place or searching for 
alternatives (Arnold & Feldman, 
1982; Hom et al., 1984) 
 
Unfolding model 
A ‘shock’ (event that jars 
employees towards judgements 
about a worker’s job) and the 
psychological analysis (mental 
deliberation) precedes actual 
quitting  
 (Lee & Mitchell, 1994) 
 
Personal characteristics: 
Age, tenure and number of 
dependents are negatively 
related to employee 
turnover 
 
Work-related 
characteristics: 
Pay/remuneration, 
promotion, growth 
opportunities, supervision 
satisfaction, co-worker 
satisfaction, job security 
and role clarity are 
negatively related to 
employee trunvoer 
 
Union membership and 
perceived job alternatives 
are positively related to 
employee trunover 
 
(Cotton & Tuttle, 1986; 
Griffeth et al., 2000; Porter 
& Steers, 1973; Price, 
2001)  
 
High Performance Work Practices: 
A set ot HPWP commit employees 
and in turn reduces intention to quit 
(Allen et al., 2003: Batt, 2002; 
Boslie et al., 2005; Huselid, 1995; 
Godard, 2001; Guest et al., 2003) 
 
HPWP include formal job design 
programs, job-fit, formal training, 
quality circles, use of teams, 
employee participation and linking 
pay to performance 
 
Commitment to learning: 
The pursuit of a commitment to 
learning, shared vision and open-
mindedness are critical for short-
term and long-term retention of 
skills (Smith et al., 2011) 
 
Employee benefits & inducements: 
Such as training are designed to 
send signals about long-term 
employment possibilities and 
should strengthen retention for all 
employees (Maert & Campion, 
2004; Shaw et al., 1998; 2009) 
 
Job embeddedness: 
People embedded in their jobs have less 
intention to leave (Mitchell et al., 2001) 
 
Job embeddedness is linked to pay, growth 
opportunities, supervisor satisfaction, co-
worker job embeddedness (Bergiel et al., 
2009; Felps et al., 2009) 
 
Organisational commitment: 
Actual quit may be stimulated by low 
organisational commitment 
(Winterton, 2004) 
 
Likely to retain workers through 
organisational commitment linked to 
favourable employment practices, person’s fit 
to the organisation, job satisfaction, 
relationship with supervisor and co-workers, 
pay, training, challenging work assignments 
(Allen & Meyer, 1990; Aragarwala, 2003; 
Chew & Chan, 2006) 
 
Job satisfaction: 
Job dissatisfaction leads to intention to quit, 
not actual quitting 
(Luna-Arocas & Camps, 2008; Winterton, 
2004) 
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Employee turnover studies and training and development 
Training and development is often not included or is bundled with other employment 
practices in employee turnover studies. Early employee turnover studies ignore training 
and development in their explanation of the decision path to withdrawal and in their 
work-related predictors of employee turnover (Arnold & Feldman, 1982; Cotton & 
Tuttle, 1986; Lee & Mitchell, 1994; Mobley, 1977; Mobley et al., 1978; Mowday, 1981). 
 
Some studies attempt to include training and development in research exploring the 
relationship between employment practices and employee retention (Allen et al., 2003; 
Batt, 2002; Boslie et al., 2005; Huselid, 1995; Godard, 2001, 2004; Guest et al., 2003). 
However, the results in relation to training and development cannot be distinguished 
from other employment practices in these studies. These authors claim that employee 
turnover is not influenced by individual practices but by interrelated elements in an 
internally consistent ‘bundle’ or system of employment practices. For example, Huselid 
(1995) examined training’s influence on employee turnover bundled with other practices 
such as quality programs, profit sharing, grievance procedures and employment testing. 
He found a negative relationship between this bundle of practices and employee turnover. 
Batt (2002), on the other hand, examined training along with employment security, high 
relative pay, and performance management systems. She found that that this bundle of 
practices was associated with lower quit rates. Boslie et al. (2003) included training with 
decentralisation, high wages and participation, but found that this combination of work 
practices did not produce any significant relationship to employee turnover. These 
studies did not report the results of employer-provided training and development 
separately. However, one study by Guest et al. (2003) measured nine separate 
employment practices and found there were no specific results for training and 
development.  
 
This review found only a few studies measure training as part of a sequential relationship 
or through mediating factors such as job embeddedness, organisational commitment and 
job satisfaction. Training is often considered a way to deepen employees’ sense of 
attachment to the organisation, and therefore enhances retention (Bergiel et al., 2009; 
Mitchell et al., 2001). Winterton (2004) suggests that improving opportunities for 
training builds organisational commitment, in turn reducing employees’ intention to quit. 
Some empirical studies refute this proposition. Chew and Chan’s (2006) examination of 
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the impacts of key work practices on permanent employees’ organisational commitment 
and intention to stay found that training was not significantly related to organisational 
commitment but was positively related to their intention to stay. Bergiel et al. (2009) also 
found that training is not significantly related to job embeddedness but is directly related 
to employees’ intention to quit. Contrary to expectations, the relationship between 
training and intention to quit is not mediated by job embeddedness (Bergiel et al., 2009).  
 
Other studies are emerging that refute the conceptual models that claim that training 
influences employee turnover through mediating factors (Haines et al., 2010; Davis, 
Yalor & Savery, 2001). Haines et al. (2010) claim that ease of movement is more 
applicable than the organisational commitment argument to account for the influence of 
employer-provided training on voluntary turnover. Davies et al. (2001) study of training 
in the Western Australian accommodation industry showed a direct link between training 
and employee turnover. They found that, of the organisations that use training, 90% 
reported a reduction in labour turnover, but there was no difference in the perceived level 
of employee commitment.  
 
While there are large amounts of empirical data on the factors likely to predict employee 
turnover, none comprehensively covers the extent to which training and development 
practices may have a differential impact on employee turnover. Training and 
development is either not examined, bundled with other employment practices (Batt, 
2002; Huselid, 1995; Godard, 2004; Guthrie, 2001) or reported as having only a weak 
link to employee turnover through mediating factors. This gap in the literature gives 
cause for further study on whether various types of training and development have a 
differential impact on employee turnover. 
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Discussion 
When the literature on the economics of training is superimposed on the literature on 
employer-provided training and development practices and the likely predictors of 
employee turnover, there is an identifiable gap in empirical studies that examine the 
relationship between employer-provided training and development and employee 
turnover. 
 
The studies of the economics of training and employer-provided training and 
development draw conclusions about the amount of training and employee mobility but 
fail to examine data on how specific employer-provided training and development 
practices relate to employee turnover. There is some evidence that firm-specific training 
binds employees (Becker, 1993; Lynch, 1992; Loewenstein & Spletzer, 1997), but some 
scholars doubt that training can be identified as purely specific; most training is 
somewhat transferable and decreases the likelihood of employees quitting or being 
terminated (Dearden, Reed & Van Reenen, 2005; Stevens, 1994). Also, recent studies 
indicate that employer-funded qualifications bind employees in the short-term but do not 
influence long-term retention (Flaherty, 2007; Smith et al., 2008b). 
 
Employers use a wide range of formats for training and development to meet varying 
purposes for their investment in training. The research on employer-provided training 
and development practices suggests there is some evidence that the mere provision of 
training and development, regardless of the format, lowers employee turnover (Felstead 
et al., 1999; Martin, 2003) but none of these studies comprehensively examines the 
relationship between varying formats of training and development and employee 
turnover.  
 
Employee turnover studies examine a number of factors likely to predict employee 
turnover. These factors include the decision-making path to withdrawal, independent 
variables such as personal, work-related and organisational characteristics, employment 
practices and mediating factors. However, these studies largely ignore employer-
provided training and development as a potential factor, or the studies bundle training 
with other employment practices, making it difficult to determine whether training has an 
influence on employee turnover. The studies provide some evidence that training and 
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development has a relationship to employee turnover when adopted with other favourable 
employment practices (Allen et al., 2003: Batt, 2002; Boslie et al., 2005; Huselid, 1995; 
Godard, 2001, 2004; Guest et al., 2003 ) and through mediating factors such as 
organisational commitment and job satisfaction (Winterton, 2004; Chew & Chan, 2006). 
 
Table 2-4 provides a summary of the key findings suggested by the three areas of 
research, concerning the relationship between employer-provided training and 
development and employee turnover.  
 
Table 2-4: Key findings on the relationship between training and development and 
employee turnover 
 
The economics of training 
 Specific training binds employees; therefore, workers who receive a great deal of specific training have lower 
rates of employee turnover (Becker, 1993; Parsons, 1972) 
 General training increases employees’ mobility (Becker, 1993; Parsons, 1972) 
 Specific training raises wages at the current employer but not with future employers, thereby providing an 
incentive to stay (Lynch, 1992; Loewenstein & Spletzer, 1997) 
 General training raises wages at future employers but not with the current employers, thereby providing an 
incentive to leave (Lynch, 1992; Loewenstein & Spletzer, 1997) 
 Some literature also finds that the provision of employer-provided training (regardless of whether it is specific 
or general) decreases the likelihood of employees quitting or being terminated (Booth & Satchell, 1994; 
Bishop, 1990; Blundell et al., 1999; Dearden et al., 2005; Levine, 1993; Lillard & Tan, 1992; Mincer 1988; 
Parsons, 1972) 
 
Employer-provided training and development practices 
 Some studies report a positive relationship between employee turnover and investment in training, due to 
training concentration on incoming employees (Forrier & Sels, 2003) 
 Employer-funded qualifications bind employees in the short-term but do not influence long-term retention 
(Flaherty, 2007; Smith et al., 2008b) 
 Employees who receive on-the-job training are less likely to leave than those who receive external training 
(Lowenstein & Spletzer, 1998; Lynch & Black, 1995) 
 Job-related training reduces the probability of turnover for women but not men (Elisas, 1994) 
 Men who complete apprenticeships and other vocational education training are less likely to quit (Booth & 
Satchell, 1994; Winkleman, 1994) 
 Organisations that enhance skills of existing workers have lower turnover rates and turnover is higher when 
workers are trained to be multiskilled (Martin, 2003) 
 
Predictors of employee turnover 
 Training and development, when bundled with other employment practices referred to as high performance 
work practices, is negatively related to employee turnover (Batt, 2002; Guthrie, 2001; Huselid 1995; 
Ichniowski et al., 1996) 
 There is some evidence that training and development lowers employee turnover when it leads to organisational 
commitment, job satisfaction and supervisor satisfaction (Boslie et al., 2003; Chew & Chan, 2006; Guest et al., 
2003; Luna-Arocas & Camps, 2008; Winterton, 2004) 
 Elements of a learning organisation (the pursuit of a commitment to learning, shared vision and open 
mindedness) are critical for ensuring both a short-term reduction in turnover and long-term retention on skills 
(Smith et al., 2008b, 2011) 
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To build on the conceptual work and empirical studies of the three spheres of research, 
this study uses a number of the key assumptions summarised in Table 2-4 as the 
theoretical underpinning for further exploration of the relationship between employer-
provided training and development and employee turnover.  
 
The study commences by using research on employer-provided training and development 
practices for two specific purposes. Firstly, it is used to investigate how the context in 
which organisations make training investment decisions is influenced by its organisation 
characteristics, workforce issues and employment practices. Secondly, the literature on 
employer-provided training and development is used to explore how models of training 
and development may be created by a combination of the organisation’s purpose and the 
format for training and development, how the organisation’s training needs are 
determined and the organisation’s specific commitment to learning. This exploration will 
enable a later comparison of how employer-provided training and development models 
might have a differential impact on employee turnover. 
 
The study also draws on the empirical studies and conceptual work of employee turnover 
studies to analyse the predictors of employee turnover in organisations with varying 
training and development models. The purpose behind analysing the employee turnover 
outcomes by training and development model is to observe whether patterns emerge that 
support, add to or refute the key assumptions in Table 2-4 about the relationship between 
various models of training and development and employee turnover.  
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Chapter 3: Research Methodology 
Introduction 
This chapter outlines the research method used for this study. As outlined in the 
introductory chapter, the research approach for this study is exploratory and is not 
seeking to uncover a causal link. The study aims to build on the existing conceptual work 
and empirical studies of the relationship between training and development and employee 
turnover.  
 
This chapter begins with a rationale for the research design, a discussion on the research 
method chosen and why it is suitable for this study. This is followed by an outline of how 
the research was conducted, including the process for data collection and analysis. The 
section then concludes with a description of how personal information is protected, in 
order to comply with the University of Ballarat ethics guidelines. 
 
The rationale for the research design 
This research is concerned with the relationship between employer-provided training and 
development and employee turnover. Therefore understanding the sets of arrangements 
that inform potential training and development models and how these various models 
may have a differential impact on employee turnover are important to the research 
question. Chapter Two identified a number of factors that the literature suggested 
influence the development of employer-provided training and development models. 
These factors can be combined into a series of categories to facilitate their exploration 
through the research. 
 
These categories of factors, which are described in detail later in this chapter, are: 
 organisation and employment characteristics 
 workforce issues 
 the purpose of employer-provided training and development  
 the formats for training and development  
 how training and development needs are determined  
 commitment to learning 
 employee turnover data. 
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This study uses a qualitative approach, with the research drawing on the views of the 
people involved in the study and within the context of their workplace environment 
(Stake, 2005; Veal, 2005). This approach allowed the researcher flexibility in interpreting 
data collected from individuals in similar working circumstances (Creswell, 2003; Guba 
& Lincoln, 1994). In this sense, the research project aimed to uncover detailed 
information from the point of view of those who develop, manage and participate in 
training and development. For this research, this meant uncovering information about the 
purpose of and formats for the training and development undertaken, investigating how 
training and development needs are determined, and assessing whether the combination 
of these arrangements has a relationship to employee turnover.  
 
As there is little research that investigates whether specific training and development 
arrangements relate to employee turnover, an in-depth qualitative investigation was 
considered appropriate for the study (Feagin, Orum & Sjoberg, 1991). In the past when 
little information has been available for solving similar research issues, a qualitative 
approach to the research design has been recommended by a number of authors 
(Creswell, 2003; Denzin & Lincoln, 2000; Gummesson, 1991; Yin, 2003). In the context 
of this study a qualitative approach would build on the conceptual work of existing 
studies that had explored the relationship between training and development and 
employee turnover. Qualitative research is exploratory and builds on existing knowledge, 
yet remains open to new possibilities for interpreting events and relationships but without 
excluding any variables at the outset (Eisenhardt, 1989).  
 
The research question 
Based on the research gap identified in the three spheres of research and in order to build 
on the conceptual work and empirical studies related to training and development and 
employee turnover, the following research question has been derived:  
 
Is there a relationship between employer-provided training and development and 
employee turnover? 
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Included in this research are a number of sub-questions that will also be addressed during 
the course of the study. These include: 
 What are the models of training and development in the Victorian Public Service? 
 How do organisation and employment characteristics influence the models of 
training and development adopted? 
 Do various models of training and development have a differential impact on 
employee turnover? 
 
These questions, which stem from the review of the literature, will be explored using a 
qualitative case study method. 
 
Research methodology 
A case study method is used in this study. The case(s) are bound by time and activity, 
with researchers collecting detailed information using a variety of data collection 
procedures over a sustained period of time (Stake, 1995). Case study research has its 
origins in the broader field of social sciences and is now widely used in management 
disciplines such as organisational behaviour (Voss et al., 2002). 
 
The suitability of case study method for the research 
The case study method is useful for this research study for several major reasons. Firstly, 
this exploratory study aims to build on existing conceptual works and empirical studies. 
A case study approach is suitable for circumstances such as this study where there is 
limited pre-existing knowledge and the researcher seeks to build on existing theoretical 
propositions (Patton, 1990; Stake, 1995; Voss et al., 2002; Yin, 2003). As discussed in 
the literature review, there are a limited number of propositions about the relationship 
between training and development and employee turnover. Key to this approach is the 
ability to group observations into categories and identify factors that could be compared 
and contrasted with pre-existing knowledge (Eisenhardt, 1989).  
 
Secondly, this research requires in-depth exploratory investigation from a variety of 
sources. The strength of case study research is its ability to deal with a full range of 
evidence, documents, artefacts, interviews and observations (Yin, 2003). Allowing 
participants to discuss their points of view and raise issues not predicted beforehand is 
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also important for this study. A case study approach is considered suitable for this type of 
in-depth explorative investigation (Eisenhardt, 1989; Yin, 2003).  
 
Finally, important to this study is the capacity to explore the relationship between 
training and development and employee turnover in its ‘real-life’ context. A case study 
method can assist the researcher to understand the varying contextual settings and their 
likely consequences (Stake, 2005; Veal, 2005; Yin, 2003); for example in this instance, 
whether context plays a role in determining the selection of specific training and 
development models and their differing impact on employee turnover. The case study 
method therefore allows units of analysis to be compared and analysed within the whole 
case (Cousin, 2005; Verschuren, 2003). This approach is called embedded cases within 
the case (Yin, 2003) and may be particularly appropriate for this research. The 
application and suitability of this approach is discussed in the section on the suitability of 
the Victorian Public Service for this study. 
 
Although case study methodology has advantages, there are some drawbacks that need to 
be considered (Flyvberg, 2006; Verschuren, 2003). One drawback is the difficulty of 
establishing external validity (Hamel, 1993; Patton & Appelbaum, 2003; Stoecker, 
1991). Specifically, critics of the case study method claim that case studies are 
subjective, lack rigour and yield findings that cannot be generalised across settings 
(Flyvberg, 2006; Patton & Appelbaum, 2003). In contrast, advocates of the case study 
method believe its strength lies in its ability to expand and generalise theories (Yin, 
2003). Its validity can be found in the evidence offered within the case and the 
description of the context, leading to an understanding of the foundations of the theory 
being explored (Hamel, 1993; McKee, 2004). 
 
The case study approach is also criticised for using loosely defined methods of data 
collection and reporting, thereby making the study difficult to replicate (Hamel, 1995; 
Thomas, 2004; Verschuren, 2003). Hence, those who oppose case study research believe 
there is no assurance of either reliability or internal validity (Stoecker, 1991). Internal 
validity refers to the rigour with which the study was conducted (Huitt, 1998). Reige 
(2003) suggests that, to deal with these criticisms, the quality of the case study research 
can be tested for conformability, credibility, transferability and dependability. For this 
research project, this means assessing the extent to which the conclusions are the most 
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reasonable ones obtainable from the data (conformability); obtaining approval of 
research findings by peers or reviewers (credibility); including sufficient ‘description’ for 
readers to assess the potential transferability to their own settings (transferability); and 
demonstrating that the process of inquiry shows stability and consistency (dependability). 
In addition, a rigorous design process and triangulation of data gathering, including 
sources such as company records, organisation reports, information from employers and 
employees, will be obtained as a way to validate the process.  
 
The suitability of the Victorian Public Service for the research 
The Victorian Public Service (VPS) was chosen as a case study because it has the ability 
to yield study units of analysis or embedded cases (departments and divisions) within the 
whole organisation (cases within a case) (Yin, 2003). The study therefore demonstrates 
several contexts within the case (Mukherjee, Mitchell, & Talbot, 2000) and separate 
sections of the case study can be analytically compared as a means of obtaining valuable 
knowledge about the case as a whole (Yin, 1989). 
 
With over 36,000 employees across 28 public sector departments and authorities, the 
VPS is typical of many large organisations. And, like many employers, the VPS assumes 
a relationship between training and development and employee turnover. A Victorian 
Public Service workforce planning report states that the VPS is considering staff 
development schemes to encourage the retention of existing employees (State Services 
Authority, 2006). The VPS faces the challenge of retaining an aging workforce, with 
32% of its employees aged over 50 years (State Services Authority, 2009a). To improve 
participation and retention of mature-aged employees, a 2007 Victorian Public Service 
workforce planning report recommends that the VPS invest in training resources to 
further develop the capacity of mature-aged staff (State Services Authority, 2007). 
 
The VPS also faces two additional workforce issues related to training and development 
and employee turnover: the move to better use of economic resources through 
privatisation of some service delivery; and greater community engagement in service 
choice (Alford, J., 2009; Hess & Adams 2001; State Services Authority, 2006). To meet 
community demand the public sector has implemented a number of changes to its 
managerial structures, systems and budgeting, along with the privatisation of state-owned 
organisations (Teo, 2002). This has allowed public administrators to manage within a 
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competitive environment with an emphasis on achieving greater efficiency. This market-
competitive approach to governance is accompanied by changes to public service 
employment. As the government emulates best practice by turning to the private sector, it 
has reconsidered the role of public administrators, the nature of the profession and how 
employment is managed (Denhardt & Denhardt, 2000). A 2007 State Services Authority 
report, Agile Government: A Provocative Approach, recommends that, for a public 
service to meet citizen demands, it must have a workforce capable of implementing 
services rapidly across the agencies. 
 
Two sets of reports produced by the Victorian State Services Authority (SSA) help in 
understanding how the public sector is meeting the changes to public service 
employment. The State Services Authority’s (2009b) People Matters Survey measures 
VPS employees’ perceptions of how well the public sector employment principles are 
applied within their organisation. In the context of this study, the 2009 survey, completed 
by 15,963 people, found that 79% of employees felt their organisation was actively 
committed to employee development. Although this could be considered a relatively low 
score, it is an improvement of 8% on the previous year. The 2009 survey also included 
data on employees’ intention to leave. The results indicate that 28% often consider 
leaving the VPS and 19% are actively looking for another job outside public sector 
employment. In this context it is also worth considering the importance of retaining 
employees. This is highlighted by the Retirement, Resignation and Retention Survey for 
the VPS (Office of Public Employment 2004), which found that more than one-half of 
those aged over 50 who intend to leave the VPS were looking to move into alternative 
paid employment. 
 
The State Services Authority (SSA) undertook a workforce planning risk assessment, 
which found the most pressing issues facing the VPS are demographic change,tightening 
labour market conditions, retirement risk and lack of employment flexibility (State 
Services Authority, 2007). A second review of workforce planning practices in the VPS 
identified areas where improvements could be made in forecasting and monitoring the 
internal and external labour markets and identifying the emerging employment gaps. It is 
on the basis of these two sets of data that an SSA Future Directions for Workforce 
Planning report suggests targeted investment in staff development, amongst other 
employment practices, to fill skill and knowledge gaps, attract new labour markets, 
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reskill as a result of changes to public administration and meet the demand for 
development as requested by a new generation of employees (State Services Authority, 
2007).  
 
Although the Victorian Public Service was chosen as the context for this study, because it 
was experiencing employee retention and skill shortage issues (State Services Authority, 
2009a), other organisations and industries encountering similar workforce issues may 
learn from the findings of the VPS case study. 
Conduct of the research 
This study was conducted in a number of phases and used multiple sources of evidence, 
including documents and in-depth interviews. A major consideration for using multiple 
data measures was to create a design which is both valid and reliable (Voss et al., 2002; 
Yin, 2003). The phases were as follows: 
 
1. Review of the literature. A literature review was drawn from three research 
spheres and consolidated to construct the theoretical context for the study. This is 
reported in Chapter Two. 
 
2. Develop case study protocols and interview guide. An instrument was 
developed which contained an overview of the study, procedures for data 
collection and questions that the researcher must keep in mind while conducting 
the case studies. Attached to the protocols, in Appendix 1, is an interview guide 
containing questions that address the case study protocols. An outline of how to 
conduct an ‘open’ interview was included in a guide.  
 
3. Select embedded cases. Specific criteria were used to provide the researcher with 
a cross-section of embedded cases with varying employee turnover rates. 
 
4. Gain access to the cases. After selecting the embedded cases, the researcher 
approached each case area for access. 
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5. Undertake the individual case studies. The researcher investigated each case in 
turn over a period of one year.  
 
6. Within-case analysis. All case studies were written up immediately after the 
research was conducted. The case studies followed a similar format and used the 
categories that comprise the subject matter to be explored in the research. 
 
7. Cross-case analysis. Using a cross-case analytical map for explanation building 
in the final phase, the analysis compared case studies to identify emerging trends 
and discussion of results. 
These phases are discussed in detail. 
 
Review of the literature 
A review of the literature explored the relationship between training and development 
and employee turnover and is presented in Chapter Two. The review goes from the 
broader context to the more specific by examining the economics of training and then 
focuses on employer-provided training and development arrangements and the factors 
likely to predict employee turnover. The review enabled the researcher to determine the 
theoretical context to further explore whether a relationship exists between training and 
development and employee turnover and subsequently the sub-questions for 
investigation. 
 
Develop case study protocols and interview guide 
Although case study research offers flexibility, it still requires careful planning to avoid 
collecting a substantial amount of data and then not knowing what to do with it (Veal, 
2005). The protocol is important to the overall progress and reliability of the study. Yin 
(2003) suggests that case study protocols provide a common structure for case studies 
and guidance on how to construct them. The case study protocol specified the questions 
that the researcher kept in mind during data collection. It also served as a reminder to 
collect data from a variety of sources to address the questions. With respect to analysis, 
interpreting the data through a data map provided a framework for thematically 
considering the results. 
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The protocols for this study included an outline of the research, the case study procedures 
and questions, the categories that formed the subject matter to be explored and the 
interview guide. The guide outlined specific interview questions and recommended the 
collection of specific documents that may assist in assembling the data for each category 
of subject matter. For this research study there were different questionnaires for the 
varying position titles interviewed across the organisation. The full protocols and 
interview guide are contained with the case study protocols in Appendix 1.  
 
How the embedded cases and interviewees were selected is discussed further in this 
section of the chapter. 
 
Selection of embedded cases 
The embedded case studies (in this study, divisions of government departments) were 
chosen according to specific selection criteria as well as their ability to contribute to the 
research question (Voss et al., 2002). In order to maximise the research results and to 
support the conceptual framework, this research project used purposive criterion 
sampling (Miles & Huberman, 1994; Stake, 1995). Criterion sampling was used to 
identify embedded cases (divisions of government departments) that met the criteria. As 
this is a study conducted in one industry, the Victorian Public Service, it required a cross-
section of embedded cases within a case that could be compared with each other and 
where a pattern of theoretical replications could be verified (Eisenhardt 1989; Voss et al., 
2002; Yin 2003).  
 
Five criteria were developed to select the divisions of government departments to 
participate in the study. The criteria were: 
 
Varying employee turnover. In the first instance the study sought embedded cases that 
provided an opportunity to research divisions with varying employee turnover: high (over 
30%), medium (20–30%) and low (below 30%). Consistent with Bluedorn (1978) and 
Price (1977) employee turnover included all movement out of the division, including to 
other VPS departments. 
 
A range of organisational size. Organisational size is often reported as a factor 
determining the amount of training and development undertaken (Blundell et al., 1996; 
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Booth, 1991; Dearden et al., 1997; Green, 1993; Lynch & Black, 1995). To determine 
whether size is a factor in the public service, divisions were sought from a range of sizes: 
large division (over 500 employees), medium division (between 150 and 500 employees) 
and small division (between 50 and 150 employees).  
 
A range of public service functions. The type of organisation may influence the amount 
of and format for training and development provided (Blundell et al., 1996; Booth, 1991; 
Dearden et al., 1997; Green, 1993; Lynch & Black, 1995). Although the public service is 
often quoted as a whole industry (‘the public sector’), it combines a wide range of 
operations and service delivery functions. A range of cases were chosen to ascertain 
whether varying public service functions influenced the potential training and 
development models adopted. 
 
A range of occupational groups. The literature suggests that occupational groups 
receive varying amounts of employer-provided training and development in organisations 
(Blundell et al., 1996; Booth, 1991; Dearden et al., 1997; Green, 1993; Lynch & Black, 
1995). To be included in the sample, the embedded cases needed a variety of 
occupational groups employed. 
 
A range of employment practices. Employment practices, such as human resource 
management arrangements, training and development policies and high performance 
work practices, may influence the type of training and development undertaken in 
organisations (Felstead et al., 2010; Hanson, 2007; Osterman, 1995; Ridoutt et al., 2002). 
The embedded cases were chosen to represent a variety of employment practices, 
including centralised and decentralised human resource management arrangements and 
training and development. 
 
The aim of the broad cross-section of selection criteria was to enable a review of the 
differences and similarities between the training and development models adopted in the 
various divisions and their differing impacts on employee turnover. Three cases 
(departments) and six embedded cases (divisions) were chosen, based on obtaining a 
cross-section of the selection criteria. The number of cases chosen was based on a 
balance of available resources and the opportunity to study the case in depth (Voss et al., 
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2002). The departments and divisions chosen for the research study are outlined as 
follows: 
 
The Department of Treasury and Finance (DTF) was chosen because it is a central 
government agency working with other VPS departments, in this case in the allocation of 
state government funds. An additional reason for selecting DTF was because in 2008 it 
was experiencing high employee turnover. The DTF division with the lowest employee 
turnover, Budget and Financial Management (BFM) was 20.50% and the highest was 
Economic and Financial Planning (EFP) with 35.15%.  
 
The Department of Planning and Community Development (DPCD) was chosen 
because it is a medium-sized organisation and carries out both policy and service delivery 
functions to the community. In 2008 the lowest employee turnover at DPCD was in the 
Urban Development (UD) division with a rate of 5.4% and the highest was in the 
Corporate and Organisational Development and Communications (CODC) division with 
28%.  
 
The Department of Human Services (DHS) was chosen because it is a large 
department with regional divisions. This department works with many outsourced service 
providers and is responsible for community services, such as child protection and public 
housing. The DHS has varied employee turnover: the division with the lowest employee 
turnover is the Property and Asset Management (PSAM) division with a rate of 3.8%, 
and the highest is Child Protection, north-eastern region (CP) with a rate of 34.5%.  
 
Table 3-1 provides an overview of the embedded cases (divisions) selected for the study, 
based on the range of selection criteria. 
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Table 3-1: Selection of embedded cases (divisions) based on employee turnover rate, 
organisation and employment characteristics, as well as employment practice 
 
Government 
department 
name 
Division name Employee 
turnover 
Organisation size & 
characteristic 
 
Occupational 
groups 
Employment 
practices 
Department 
of Treasury 
and Finance 
 
 
Budget and 
Financial 
Management 
20.50% 250 Employees 
 
Finance and budget 
management for all 
government 
departments 
Accountants 
Economists 
Financial 
administrators 
 
 
Decentralised & 
strategic HR 
management 
and training & 
development 
 
 
Economic and 
Financial 
Planning 
35.15% 200 Employees 
 
Economic and financial 
issues, financial 
strategy and taxation 
policy 
 
Economists 
Financial 
administrators 
Decentralised & 
strategic HR 
management & 
training and 
development. 
 
 
Department 
of Planning 
and 
Community 
Development 
Urban 
Development 
5.4% 75 Employees 
 
Provides information on 
future planning and 
investment to 
government, 
infrastructure providers 
and key stakeholders 
within the land 
development industry 
Urban planners 
Architects 
Project 
managers 
Lawyers 
Economists 
Centralised 
operational HR 
management 
and training & 
development 
 
 
Corporate and 
Organisational 
Development 
and 
Communication 
28% 150 Employees 
 
Supports the operations 
of the department with 
appropriate business 
and human resource 
systems 
Financial 
management 
Human 
resources 
Information 
technology 
Communication 
 
Centralised 
operational HR 
management 
and training & 
development 
Department 
of Human 
Services 
Property 
Services and 
Asset 
Management 
3.8% 90 Employees 
 
Works in partnership 
with industry to 
increase housing 
options for low-income 
Victorians. 
 
Public works 
maintenance 
Project 
management 
Trades 
Decentralised 
strategic HR 
management 
and training & 
development 
Child 
Protection 
 
34.5% 1580 Employees 
 
To ensure the safety and 
wellbeing of 
adolescents and 
children at risk of harm, 
abuse or neglect 
 
Child protection 
workers 
 
Decentralised 
HR management 
and training & 
development 
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Access to the cases 
Access to research cases and interviewees is often a challenge for case study research 
(Stake, 1995) since this type of research requires commitment from the organisation, 
especially in coordinating interviews and arranging participation. Moreover, the 
researcher is often exposed to sensitive information, which means that the organisation 
may require a high level of trust to be demonstrated by the researcher, as well as clearly 
defined benefits from the outcomes of the research study. 
 
A number of steps were required to enable this study to be conducted in divisions of the 
Victorian Public Service (VPS). These steps follow the protocol for formal 
communication in the VPS. The steps were as follows: 
 
Step one: A brief was sent to the head of the Victorian Public Service (Secretary, 
Department of Premier and Cabinet) outlining the purpose of the study and requesting an 
appointment to discuss the case study protocols and benefits for the VPS. The reason for 
contacting the head of the VPS was that the Secretary could provide an endorsement 
when approaching the selected case study representatives. Appendix 2 contains a copy of 
the brief. 
 
Step two: A similar brief, endorsed by the head of the department, was sent to the heads 
of the departments chosen to participate in the study. In this letter a meeting was 
requested with a nominated support person who could assist with the coordination of the 
data collection and provide information which would help identify the embedded cases 
(divisions) that met the selection criteria.  
 
Step three: A meeting was conducted with the nominated support person in each 
embedded case to assist with the arrangements for undertaking the research in the 
divisions. The arrangements included coordination of interviews with the human resource 
manager, training and development manager and senior divisional managers, as well as 
emailing a small-scale survey to all employees in the divisions to identify participants 
who met the selection criteria and who were willing to participate in the interviews. The 
small-scale survey and selection of interviewees are discussed further in this chapter. 
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Undertake the individual case studies 
The data were collected systematically, with each case study being completed before 
moving onto the next. The first case study was the Department of Treasury and Finance; 
this was followed by the Department of Planning and Community Development and then 
the Department of Human Services. 
 
Multiple data sources were used to gather information for each case study, including 
internet information, strategic planning documents and interviews with managers and 
employees in each of the embedded cases. Interviews were conducted with the following 
people in each embedded case (division): 
 a manager in Human Resources  
 a manager in Training and Development 
 two senior managers from each embedded case (division) 
 six employees from each embedded case (division). 
 
Selection of interviewees 
The interview schedule for this study included a range of managers responsible for 
training and development as well as those who participate in training activities. The 
interviewees provided the data required as follows: 
 
Human resource and training and development managers. The management of 
training and development in organisations is often a part of the larger human resource 
function (McLagan, 1989; Werner & De Simone, 2006). Therefore the purpose of 
gathering data from the managers of human resources and training and development was 
to obtain information relating to:  
 a general background about the department’s business operations and workforce 
structure 
 the workforce issues from the central human resources perspective  
 the purpose of employer-provided training and development in the department, 
including the extent of training and development is undertaken and its purpose  
 the type of training and development activities planned by the human resource 
management department 
 how training needs are assessed for the organisation, divisions and individuals 
 the commitment to learning in the organisation  
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 general employee turnover data and the reasons why employees leave and stay. 
 
Senior managers from each embedded case (division). Information about the business 
operations as well as how training and development is arranged in their division is 
significant to the research data. The division’s managers contributed to information 
required on: 
 the background to the division’s organisation and employment characteristics. 
This information included the type of business conducted, the number of 
employees and the demographics and employment status of employees 
 the workforce issues in the division  
 the key purpose of employer-provided training and development in the specific 
division  
 the format of the training and development activities undertaken by individual 
employees in the divisions 
 how training and development needs are determined 
 the type of commitment to learning in the organisation 
 general employee turnover data, including the reasons why employees leave and 
why they stay. 
 
Employees from each embedded case (division). Criterion sampling was used to 
determine the most appropriate employees to interview. The purpose of interviewing 
employees was to explore the training and development activities they had undertaken 
and to discuss whether they planned to stay or leave the division and the reasons for 
either. The interviews with employees were used to enrich and provide an additional 
perspective to the detailed information obtained for the case study through other 
interviews and document collection. 
 
The use of a small-scale survey enabled the researcher to identify employees who met the 
criteria and who were willing to participate in the interviews. 
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The criteria for employee participation were: 
A range of ‘staying’ and ‘leaving’ employees. The purpose of interviewing a range of 
those who intend to stay and those who intend to leave is to explore the various formats 
for employer-provided training and development undertaken by this span of employees. 
 
A range of occupational status groups. As mentioned earlier in this chapter, the 
literature suggests that different occupational groups receive varying amounts of 
employer-provided training and development in organisations (Blundell et al., 1996; 
Booth, 1991; Dearden et al., 1997; Green, 1993; Lynch & Black, 1995). Empirical data 
also suggest that occupational status (full-time, part-time, casual or contract employee) 
influences the amount of training and development they receive (Booth, 1991; Felstead et 
al., 2010; Stanwick, 2009). To be included in the sample the interviewees needed to vary 
in occupational status and groups. 
 
A range of demographics. Employee characteristics such as age, gender and education 
are reported to influence the incidence and volume of employer-provided training and 
development (Booth, 1991; Green, 1991; Devins et al., 2004; Felstead et al., 2010; 
Greenhalgh & Stewart, 1987; Watson, 2008). Therefore, to qualify for inclusion in the 
sample, employees had to represent a range of demographics.  
 
The small-scale electronic survey collected demographic information, such as 
occupation, education, age, gender and the employee’s intention to stay or leave the 
division. The survey also asked employees to indicate their willingness to be interviewed 
for the research project. The purpose of the survey was to select employees from across 
the range of criteria and to ensure that employees could anonymously indicate their 
willingness to participate in the research. This survey was purely used to select 
interviewees and not as a data collection method. Appendix 3 is a sample of the small-
scale electronic survey. 
 
In order to obtain a high response rate, the nominated support person in each division 
distributed the small-scale electronic survey to their staff and actively encouraged them 
to participate. The overall number of surveys sent was 349, with 145 completed, resulting 
in a response rate of 41.5%. Given that only six employees from each division were 
required to be interviewed there were more than adequate responses to choose from. 
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Table 3-2 displays the distribution and response rate for each division. To avoid 
employees not including their name or not wanting to participate in the interviews, 
respondents were informed that the researcher was interviewing both those who intended 
to stay and those who intended to leave, and therefore they were not identified as 
signalling either intention.  
 
Table 3-2: Distribution and number of interviewees and survey response rate by division 
 
Data collection method Distribution and response 
Interviews with central 
human resource managers 
DFT DPCD DHS 
2 2 2 
Embedded case studies BFM EFP UD CODC PSAM CP* 
Small-scale 
survey 
with 
employees 
Sent 55 45 75 84 90 N/A 
Response 18 17 22 49 39 N/A 
Response 
rate 
32.7% 37.8% 29.3% 58.3% 43.3% N/A 
Interviews 
with senior 
managers 
and 
employees 
Managers 2 2 2 2 2 2 
Employees 6 6 6 6 6 6 
 
* At the time of undertaking the study, the Child Protection division was under review by the Victorian 
Ombudsman; therefore, rather than distribute the survey a designated manager coordinated the selection 
process. This manager asked staff to volunteer to be interviewed, and provided the researcher with a list of 
people who were willing to be contacted for an interview. The list of potential interviewees included 
employees who indicated they were leaving and those who planned to stay.  
 
Six employees were chosen from the responses and comprised three employees who 
intend to stay and three employees who are contemplating leaving the organisation in the 
near future. Based on the resources available, the number of eligible respondents and the 
ability to observe emerging patterns within the case study, six employee interviews was 
considered appropriate. Also replication and verification with management interviews 
tended to occur after three employee interviews. Thus two central human resource 
managers, two managers and six employees achieved saturation. Saturation meant that at 
this point the interviewer was receiving the same responses or literal replication (Perry, 
1998). 
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Conduct interviews and collect documents 
For each case study the data collection commenced with in-depth interviews with the 
department managers responsible for human resource management and training and 
development (generally with position titles of Director, People and Culture, and 
Manager, Learning and Development). At this stage documents relating to the 
department’s human resource strategy, training and development plans and employee 
turnover data and annual reports were also collected. The purpose of collecting the 
documents was to corroborate and augment evidence from the interviews (Yin, 2003). In 
many cases the interviewees were reluctant to hand over documents, but most were 
willing to talk about the contents of these reports. 
 
The case study protocol and interview guide were used to facilitate the interviews. 
Appendix 1 contains a set of standard questions, the proposed length of time and the 
documents suggested for collection. Probing techniques were used to gain a clearer 
understanding of the situation and to investigate the context (organisation and 
employment characteristics, as well as workforce issues) in which the training and 
development takes place. The interviews with the persons responsible for training and 
development in the case studies also assisted in determining additional questions for 
exploration in the senior manager and employee interviews in the embedded case studies 
(divisions). 
 
The interviews with managers responsible for human resource management and training 
and development were then followed by in-depth interviews with the senior managers 
and employees of the divisions. The researcher scheduled the interviews at an agreed 
time and location. As the interviews with the employees were anonymous, interviewees 
were asked to choose the location for the interview. In most cases the employees were 
interviewed in the private office of the researcher. Employees were asked questions very 
similar to those asked of the senior managers, but they were also asked to describe the 
employer-provided training and development they had undertaken and discuss why their 
colleagues may have left or stay with the division.  
 
The interviews were audio-recorded to ensure the accuracy and reliability of information 
gathered. Written notes were also taken as a back-up. Interviewees were given the option 
to decline recording. However, all interviewees agreed to be recorded. The audio 
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recording was created in Moving Picture Experts Group Layer-3 Audio (MP3) and full 
transcripts were created using scribe software. Each transcript was then alpha-numeric 
coded. For example for the Budget and Financial Management division, transcripts were 
coded for managers as BFMM1, BFMM2 and for employees as BFME1, BFME2, 
BFME3, BFME4 BFME5, BFME6. The transcripts were used in writing up the case 
studies. 
 
Within-case analysis 
As recommended by Miles and Huberman (1994) and Stake (1995), the transcripts were 
used to write descriptions under the various categories that form the subject matter to be 
explored. This meant that each case study was presented in a standard format, which 
enabled the process of explanation building. Aggregated categorisation helped with the 
large volume of data from this open-ended qualitative study. Writing a rich description 
was central to generating ideas and a crucial step before conclusions could be made 
(Patton & Appelbaum, 2003). The ultimate goal of the within-case analysis was to 
uncover patterns, determine meanings and suggest conclusions. The use of an analytic 
map aided in uncovering thematic replication.  
 
As noted earlier, the category headings adopted for writing up the case studies were as 
follows:  
 Organisation characteristics. This includes the number of employees and the 
division’s key functions. 
 
 Workforce issues. To gain an understanding of the context for employer-
provided training and development and employee turnover, this section explores 
the workplace environment and the major workforce issues faced by the division. 
 
 The purpose of employer-provided training and development. The literature 
suggests that the drivers of employer-provided training and development can be 
categorised into two identifiable purposes: organisational development and 
individual development. This section explores why training and developing is 
undertaken in the division. 
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 The format for training and development. As discussed in Chapter Two, a 
variety of formats for training and development are used by organisations. These 
formats are generally classified as structures, such as formal versus informal; 
accredited versus unaccredited; and internal versus external, and methods such as 
workshops, seminars, lectures, audio and video (Cully, 2005). This section 
explores the formats for training and development used by the divisions. 
 
 How training and development needs are determined. Training and 
development needs are usually assessed at an organisation, task and individual 
level (Stone, 2002). This section identifies the way training and development 
needs are determined at all levels in the divisions. 
 
 Commitment to learning. The Victorian Public Sector claims it is strongly 
committed to enhancing the capability of the public sector and as such is 
committed to learning (State Services Authority, 2007). This section explores 
how interviewees described the commitment to learning in the division, 
particularly in relation to the division’s purpose, and the formats for the training 
undertaken. 
 
 Factors influencing employee turnover. Employee turnover studies identify 
individual factors (age, gender, marital status, tenure, ethnicity, education), job-
related factors (job security, job satisfaction organisational commitment, 
interesting work) and perceptions of external factors (availability of alternative 
jobs) as important predictors of employee turnover (Cotton & Tuttle, 1986; 
Griffeth et al., 2000; Mobley et al., 1979; Porter & Steers, 1973). This section 
explores whether training and development has a relationship with the reasons for 
employees staying or leaving the division. 
 
 Analysis: This section explores the relationship between the subject matter 
discussed in the previous sections and the major factors identified in the literature 
review. This section represents the case studies’ contribution to the research 
questions and is the basis for the cross-case analysis. 
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Each case study was presented to the senior departmental managers, human resource 
managers and training and development managers involved in the data collection for 
factual checking of the case report. At this stage the departments were offered an 
opportunity to correct factual errors or delete sensitive information. There were no 
changes made to the case study reports. 
 
The process of within-case analysis allowed the patterns of each embedded case 
(division) to emerge before being generalised or compared across each unit (Eisenhardt, 
1989). 
 
Cross-case analysis 
In order to create a framework for analysing the information, a data map derived from the 
categories from the within-case analysis was created to interrogate the subject matter for 
similarities and difference across the cases. A variable-oriented strategy, which focuses 
on the themes that emerge across the cases, was considered the most appropriate 
approach since the subject matter to be explored in this research is thematic in nature 
(Ragin, 1987, 1997). As recommended by Miles and Hubermnan (1994), the case studies 
were condensed into a content analytic summary, using the categories represented in the 
within-case analysis and then expanded into a cross-case analytical map, with each of the 
cases along the horizontal axis and the key categories along the vertical axis. Simplified 
data from each case study were added to the appropriate section in the table until a 
complete map of the data pertaining to each case was covered. 
 
The cross-case analytical map helped to identify areas of similarity and difference 
between each case and became the basis for understanding the emerging trends and 
discussion of results. A copy of the template used in developing the cross-case analytical 
map is represented in Table 3-3 and the full data map is given in Appendix 4. 
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Table 3-3: Cross-case analytical map 
Case Study Department of 
Treasury and 
Finance 
Department of 
Planning and 
Community 
Development 
Department of 
Human Services 
Embedded case studies BFM EFP UD CS PSAM CP 
Employee turnover rate 20.50% 35.15% 5.4% 28% 3.8% 34.5% 
Employee turnover data       
Organisation characteristics       
Employment characteristics       
Workforce issues       
The purpose of employer-provided 
training and development 
      
Formats for training and development        
How training and development is 
determined 
      
Commitment to learning       
 
Explanation building, as recommended by Yin (2003), was used to explore the data in the 
cross-case analytical map. Explanation building is the process of refining a set of ideas, 
in which an important aspect prompts consideration of other plausible explanations (Yin, 
2003). Adopting this approach, the data were analysed to explore the relationship 
between training and development and employee turnover in the Victorian Public Service 
(VPS), as well as how the combination of factors listed in the above categories influences 
the way training and development is arranged to create potential training and 
development models, and, finally, whether these models have a differential impact on 
employee turnover in the divisions.  
 
The explanations also reflected the theoretical propositions discussed in the literature 
review, such as those proposed by the literature on the economics of training, employer-
provided training and development practices and employee turnover studies. To keep the 
research focused, during the cross-case analysis constant reference was made to the 
original goals of the research study and the alternative explanations (Voss et al., 2002; 
Yin, 2003). 
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Ethical considerations 
This research was conducted in the Australian State of Victoria which is covered by the 
Victorian Information Privacy Act 2000 and the Charter of Human Rights and 
Responsibilities Act 2006. The methods used in the collection and analysis of information 
obtained during the project were determined so that they met the University of Ballarat’s 
ethical guidelines as well as Victorian law. In addition, given the sensitive nature of 
government information, written permission and support was sought from the head of 
each government department and division involved in the study.  
 
In order to comply with these guidelines, controls were implemented for handling raw 
data collected during interviews and the maintenance of electronic files used throughout 
the studies analysis phase. During the data collection phase the research interviews were 
conducted in a quiet, private location chosen by the interviewee. After the interviews 
were completed, the MP3 files of the interviews were numerically coded so that the 
identity of the individuals was concealed. These interview files were stored in a 
password-protected section of the researcher’s home computer. 
 
On completion of the thesis, all working copies of the electronic data and notes were 
immediately destroyed. Back-up copies of all electronic data being stored on Universal 
Serial Bus (USB) devices will be held for a total of seven years and then destroyed. Each 
interviewee was informed of these measures for maintaining their privacy prior to being 
interviewed and each consented to having their data handled in this way. 
 
One area of ethical challenge was encountered when quoting individuals who had 
specific job titles that could be linked to their employment. Academic integrity and 
convention requires that each quote be appropriately cited and referenced clearly vis-a-
vis its origin. However, in this case study it was difficult where divisions only had one 
person or limited people in their organisation with that title. To overcome this, the 
researcher referred to these interviewees as either a manager or employee in the division.  
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Summary  
This explorative study used a qualitative case study approach to examine the relationship 
between employer-provided training and development and employee turnover in the 
Victorian Public Service. Three VPS case studies, each with two embedded cases, were 
chosen because of their varying employee turnover, as well as their differing organisation 
size, service functions, occupational groups and employment practices. 
 
The data was largely collected by interviewing managers and employees in each of the 
embedded cases and organised into an analytical data map to identify the similarities and 
differences. The data map also form the basis for determining emerging patterns and was 
used for the explanation building process in both the within-case and cross case analysis. 
 
The data is presented as case studies in chapters four, five and six. Each case contains a 
discussion using the categories of factors that the literature suggested influence the 
development of employer-provided training and development models. These categories 
of factors are organisation and employment characteristics, workforce issues, the purpose 
of employer-provided training and development, the formats for training and 
development, how training and development needs are determined, commitment to 
learning and employee turnover data. 
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Chapter 4: Case Study – Department of Treasury and Finance 
  
Introduction 
The Department of Treasury and Finance (DTF) provided advice to the Victorian 
Government on the delivery of its economic, financial and budgetary policies. It also 
allocated funding to the Victorian Public Sector (VPS) departments and coordinated the 
implementation of financial management across the VPS (Department of Treasury and 
Finance, 2008).  
 
Organisation and employment characteristics 
DTF employed economists, finance specialists, accountants, business analysts and policy 
advisers. With around 600 staff working across five divisions, DTF was considered a 
small central government department.  
 
Human resource management arrangements 
Employer-provided training and development at DTF was managed, along with other 
human resource management activities, by a team of eight full-time equivalent staff, 
called the corporate ‘People, Culture and Innovation’ team. A manager in the team 
described their role as: The strategic oversight of learning and development and all 
aspects of human resource management, as well as some tactical support to managers. 
 
The People, Culture and Innovation team’s strategic work included: 
 Development and communication of the capabilities needed to succeed at DTF. 
The capabilities are articulated as a list of skills to meet job positions. These 
capabilities are used as a guide to assist individual employees and their managers 
in setting development objectives 
 Development, administration and monitoring of the Performance Management 
System. This system is often referred to as a performance review and planning 
process 
 Creation and management of an electronic capability building system, called 
eBC. This system contains ideas for achieving individual employee development 
objectives to meet the defined DTF capabilities, articulated as a list of internal 
and external training options 
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 The design and management of a department-wide Leadership Development 
Program. This was a 12-month program consisting of 70% on-the-job learning, 
20% in-house training as a leadership cohort and 10% external options pertaining 
to the individual employee’s development needs. 
 
The People, Culture and Innovation team also supported the divisions at DTF tactically 
by: 
 allocating a People and Culture team member as the key communication contact 
and support for each division 
 sourcing and managing an outsourced contractor, providing operational and 
transactional human resources services for the divisions, such as payroll and 
training administration 
 conducting the corporate elements of new employees’ induction program. 
 
Training and development arrangements 
Employer-provided training and development at DTF was decentralised and fragmented, 
with minimal structured learning across the whole department. Individual employees and 
their managers from each business division are responsible for training decisions, 
participation in training activities and the corresponding funding. A manager in Learning 
and Development stated, Most of the dollars are in the hands of our divisions, where they 
make their direct decisions. 
 
According to a manager in People and Culture, the purpose of employer-provided 
training and development at DTF was to enhance the skills of individual employees 
rather than develop the capacity of the divisions or total department workforce. The 
emphasis on individual employee development was coupled with self-directed learning. 
This meant that individuals were expected to identify their own training needs and 
determine how these needs could be met through appropriate training activities. A 
manager in People and Culture described the approach to training, Training and 
development is strongly weighted in terms of the individual and it is self-directed. It is 
very rare that I would have seen any evidence of people sitting down to say ‘where are 
the gaps in our division or department?’ 
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Individual employee development needs are determined by an annual performance 
review and plan. According to a manager in Learning and Development, the performance 
review and plan aimed to determine the skills and career development of individuals.  
 
Training and development activities at DTF were largely undertaken in two ways: firstly, 
about 70% of all training was undertaken informally on the job; and, secondly, many 
employees undertook formal postgraduate qualifications. DTF had a generous study-
assistance policy intended to encourage employees to undertake further qualifications. 
Minimal formal in-house training was provided by the department. DTF also supported 
the VPS Graduate Recruitment and Development Scheme. This was a 12-month 
development program comprising department rotations, on-the-job training and specific 
learning activities. This graduate scheme was significant to the recruitment intake at 
DTF. A manager in Learning and Development described the overall structure of training 
and development at DTF, On-the- job learning would be what most people would say is 
where they get the bulk of their learning at DTF. People don't go to training a lot. We 
don't run a lot of internal training as people don't attend. People don't consider this a 
high priority. 
 
Embedded case studies and data source 
Within the context of the department’s organisation and employment characteristics and 
its human resource management and training and development arrangements, this chapter 
explores two embedded case studies (divisions) at DTF, the Budget and Financial 
Management (BFM) division and the Economic and Financial Policy (EFP) division. 
These divisions were selected because of their employee turnover rate in 2008. BFM had 
the lowest employee turnover at 20.50% and EFP the highest at 35.15%. However, both 
divisions represent relatively high employee turnover compared with other Victorian 
Public Service (VPS) departments. According to the State Services Authority (2009b), 
the average VPS employee turnover rate for 2008 was 11%.  
 
As outlined and discussed in Chapter Three, multiple data sources were used to gather 
information on the categories to be explored. The case study was reviewed using the 
categories as specific headings and concluded with a section on the case study’s 
contribution to the research question.  
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Embedded Case One:  
Business and Financial Management Division 
 
Organisation characteristics 
The Budget and Financial Management (BFM) division employed about 250 staff to 
deliver policy and advisory services to the Victorian Government (Department of 
Treasury and Finance, 2008). The division’s main functions included:  
 coordinating the Annual State Budget and the Mid-Year Budget Update processes 
 coordinating the processes and production of the Annual and Mid-Year Financial 
Reports for the State of Victoria and the general government sector Quarterly 
Financial Reports 
 developing and implementing resource allocation and management reform 
frameworks for the Victorian public sector 
 monitoring portfolio performance and quarterly revenue certification 
 developing and monitoring whole-of-government financial management systems 
and taxation compliance. 
 
The workforce issues 
During the interviews at BFM, interviewees identified a number of workforce issues 
affecting the division. The workforce issues discussed by the interviewees were 
categorised into four groups: 
 skills shortages and knowledge retention 
 part-time workforce structure 
 leadership effectiveness 
 business systems inefficiency. 
 
Interviewees agreed that skill shortages were a key challenge at BFM. According to the 
managers, a slow recruitment process, low retention rates and an inability to find time for 
training opportunities contributed to the skill shortage. One manager stated, Last year 
when recruiting for a job position – by the time we got authorisation the potential 
recruits had jobs elsewhere. We were not speedy with recruitment. This was a weakness 
and had a flow-on effect. 
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The relatively high employee turnover meant that training new employees and retaining 
the requisite level of knowledge at BFM was an issue. Many interviewees expressed the 
view that building skills and knowledge was a key concern for BFM. One interviewee 
commented that, We should be doing this internally, by knowledge sharing, through 
seminars and induction programs. We don't do these as well as we should. 
 
Many interviewees also commented that the inability to find time to fit in training and 
development opportunities was adding to the skills shortages at BFM. The lack of time 
for training was expressed by one interviewee, Three to four years ago we would be busy 
from February to May and then we would be quiet but this doesn't happen anymore. It 
has taken time for people to get used to this. So people would have done training in the 
quiet time but this doesn't exist anymore. 
 
The workforce at BFM was largely part-time. This was because approximately 60% of 
the employees at BFM were females who had returned to work part-time after taking 
maternity leave. Also many employees took study leave one day per week. Although 
flexible work practices were highly regarded, having a large part-time workforce meant 
that managers needed to allocate work deftly to accommodate both the employee’s needs 
and those of the team. According to one interviewee, passing on unfinished work to other 
team members was often a problem for their work unit. 
 
Interviewees agreed that ineffective leadership and lack of team work were issues at 
BFM. According to a manager in Learning and Development, because the Director was 
not a great people manager, there was high turnover. Interviewees were also concerned 
about the limited opportunities to work as a team. One interviewee expressed this 
concern by stating, We say we are working together, inclusive and want people to be 
happy but we do another thing. 
 
According to the interviewees, another workforce issue at BFM was the lack of 
technologically efficient business systems. A new database system called ‘TRIM’ had 
been installed for storing and sharing documents across the division. DTF also used a 
specific type of software for creating and managing financial budgets, called Budget 
Management System. However, very few staff knew how to use either system efficiently. 
When discussing this issue, one interviewee commented, The two biggest things that 
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cause angst are our Budget Management System and our own unique system (TRIM). We 
could do a lot to become more efficient. 
 
The purpose of employer-provided training and development  
The purpose of employer-provided training and development at BFM was to build 
employees’ technical skills and to develop their capacity for further opportunities at 
BFM. Many interviewees commented that they were either equipping themselves in a 
technical sense, working towards achieving a promotion or preparing for opportunities 
elsewhere. One senior manager commented, when discussing the purpose of training and 
development, As a manager I am seeing it as primarily making sure people are equipped 
and have the skills and capability to do their jobs and with an eye for what might 
position them.  
 
Training and development formats 
Suitable training activities were identified by individual employees and largely 
undertaken independently. One interviewee stated, Staff can determine how they want to 
do it, for example, by job shadowing, [by passing] on skills, a course, mentoring, 
etcetera. When discussing the type of training undertaken by BFM staff, most 
interviewees commented that training was largely carried out informally on the job but 
that people also choose to undertake further formal studies at university and attend 
private provider short courses. Many remarked that there were very few team or whole-
of-division training options available.  
 
New employees began at BFM with induction training to learn about working at BFM 
and DTF more broadly. This training was conducted on the job but included some in-
house training in topics such as computer systems and software, occupational health and 
safety, diversity and accounting for non-accountants. Any additional training required by 
individual employees was generally undertaken through external training courses. 
 
There are two key informal on-the-job training methods used at BFM. These were 
designed to enhance individual employee’s skills. The first was an ‘Expression of 
Interest’ program where individuals could apply to work on across-division projects. The 
purpose of the program was for employees to work with projects that could provide skill 
development opportunities in areas where their felt their skills were deficient.  
   83 
 
The second on-the-job training method was ‘Shadowing’. Employees were encouraged, 
where possible, to shadow and learn from senior employees who were working on 
projects of interest. This meant accompanying senior staff to project meetings and 
discussing project outcomes. 
 
Some managers at BFM were participating in the DTF ‘whole of department’ Leadership 
Development Program. However, the interviewees said that many people had left the 
program because it had not met their expectations. One interviewee stated, There is 
mixed reaction. The training is hit and miss. It didn’t extend me. Emotional intelligence 
was pitched too low. Leading teams spent 75 per cent on what was leadership and not 
the team bit. I was disappointed with that. Another interviewee made the comment, It is 
relatively relaxed and self generated. It delivered little good for me. I didn’t think it 
generated what was good strategic leadership. 
 
A handful of employees at BFM participated in the DTF ‘Culture Club’. The Culture 
Club was described by one manager as A group of motivated staff who plan and 
participate in activities that promote good culture. According to most interviewees the 
Culture Club was not well attended by employees at BFM because most employees were 
too busy to participate in its activities. 
 
There was also a ‘U2 Leadership Group’, which organised some training and 
development activities for people who wished to participate in leadership training at all 
levels. According to one interviewee, You are expected to seek them out and actively take 
on those opportunities. Due to limited time and the self-directed nature of the group, the 
activities were only attended by a motivated few. 
 
At BFM, external training included formal postgraduate studies, such as Certified 
Practising Accountant, Charter of Accountants or Masters in Finance, and short courses 
covering topics such as experimental economics, new regulations and communication 
skills. BFM supported employees’ external postgraduate learning through the DTF Study 
Assistance Policy. It is common for managers to have two or three staff studying formal 
qualifications at any one time. One manager stated, A number of people are doing CPA 
or Chartered Accountants. We give them assistance and pay their course fees.  
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Additional skill-building training was determined by the individual employee and 
accessed through the eBC (Electronic Capability Building System), one manager 
describing the use of the eBC for training and development, They can browse [the 
system] and see what suits them and then discuss if it is appropriate. They tend to do 
more short courses. Interviewees mentioned that they had attended a variety of formal 
short courses that covered topics such as influencing skills, management supervision, 
computer systems, economic modelling, accounting standards, writing briefs, project 
management and policy development.  
 
How training and development needs are determined 
Training and development was individually driven, self-directed and largely guided by 
the DTF Capability Framework (a list of skills to meet job positions), the Electronic 
Capability Building System (list of internal and external training options) and the 
Performance Management System (performance, review and plan). These resources 
provided a data source that matched capabilities and skills with training options. The 
individual and his/her manager together made a commitment to how the employee was to 
develop their capabilities, as identified in the performance review and plan. The training 
and development section was considered integral to the overall Performance 
Management System. The staff at BFM did not receive their salary increment unless they 
had achieved the training and development plans they had committed to in the 
performance review and plan. This strong incentive to complete training and 
development remained the responsibility of the individual employee, and staff could 
choose not to undertake the training commitments documented in the performance 
review and plan. If they chose not to undertaken training and development, they risked 
forgoing a salary increment. 
 
One interviewee explained the performance review and planning process, Training is 
agreed to and signed off by my manager as part of the performance plan. I can go to as 
many or few as I want. Interviewees also commented that some managers regularly 
follow up the performance plan goals and objectives at fortnightly one-on-one meetings 
with staff. 
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Outside the performance review and plan process, individuals could request training and 
upon approval from the employee’s manager, the director signed off on any costs 
associated with the training request. Some employees were more proactive in 
determining their development needs than others. When discussing this inconsistency 
one manager remarked, Some staff are a lot more proactive and focused on their 
development. Others need a bit more guidance on what they need. A different manager 
stated, We will pay for people to go on courses if they identify that it is something that 
they need to do. 
 
Although individuals largely self-identify their training needs, some identification of skill 
needs and training was undertaken at a divisional (team) level. One manager stated, We 
have identified consistently over time that we need analysts who are more financially 
savvy than we are. The pendulum had swung – we focused on writing for a while because 
we had people who were too technically smart but couldn't write. 
 
Commitment to learning 
Most interviewees spoke of a self-help learning culture at BFM. That is, those that were 
motivated to learn were supported. The interviewees agree that promotion was speedier 
for those who were self-motivated and interested in developing themselves. Training and 
development was encouraged but not enforced by managers, a culture expressed by one 
interviewee as, People are encouraged to do various training but it is always possible to 
opt out. It is up to the individual, really. 
 
Most interviewees considered management commitment to learning at BFM as mixed. 
Although most interviewees agreed that career progression was their responsibility and 
not their manager’s, they felt that some managers were committed to learning and others 
avoid it. One interviewee commented on the limited commitment to learning by some 
managers, I don’t think they encourage people to attend internal things. They say those 
things are there. They don’t stop you but they don’t tell you to go. They don’t know what 
is useful for them as well as people who are working for them. There is a degree of 
encouragement for external courses. I think it would be good if they said you three go on 
this because others went in the past and it was good. 
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When discussing the focus on the individual employee development and self-help 
learning culture at BFM, one manager expressed their concern about the division not 
actively thinking about particular learning and development strategies that would really 
support their workforce.  
 
Factors influencing employee turnover 
BFM had the lowest employee turnover at DTF in 2008. The rate was 20.50%. 
According to one manager it had been as high as 21–22% in previous years but had 
tapered off as the Global Financial Crisis impacted on the financial industry and 
employment opportunities diminished. 
 
The financial budgeting tasks were cyclical and repetitive. Hence, interviewees claimed 
that many employees became bored after two to three budgeting cycles. According to 
employment records, most people left the division at the conclusion of a budget cycle in 
July and August. Managers were attempting to address the repetitive nature of work by 
providing employees with additional project management opportunities.  
 
The data suggested that employees leave BFM for a variety of reasons. Interviewees 
mentioned that young employees expected to be promoted quickly and if they did not 
receive a promotion they sought opportunities elsewhere. Other employees left because 
they were poached by a range of VPS departments. These departments offered BFM staff 
increased salaries and promotional opportunities that were difficult for the division to 
counter-offer. It appeared from the interviewees that managers were not deterred by 
employees leaving; in fact they actively encouraged people to think about external job 
opportunities and secondments to other government agencies to broaden their skills and 
experience. One manager, when asked why staff leave for opportunities elsewhere, 
remarked, It is a given. A large part of our staff intake is graduates. They are on a big 
learning curve. I think it is natural and healthy that they then go and work somewhere 
else. 
 
The interviewees also indicated that people left BFM because they were ‘burnt out’. At 
peak budgeting periods it was not uncommon for employees to work until two or three in 
the morning for about four to five weeks straight. According to one manager, When staff 
come they know this, some say they will do two to three budgets and then they move on. 
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That is why turnover is about 20–30% of our people each year. This was supported by 
another interviewee, remarking, I did my first budget, the second I was more involved but 
the thought of a third and fourth is a bit much for me. 
 
BFM recognised that they had higher-than-average employee turnover and that people 
left for a variety of reasons. One way that managers attempted to keep employees was to 
pay the fees for employees doing postgraduate courses. Interviewees agree that while 
staff were studying they stayed at BFM. One interviewee explicitly stated, BFM is paying 
for my Graduate Diploma. This is keeping me. However, this tactic only kept employees 
short-term while they were studying, as the department provided limited promotion and 
career growth opportunities on completion of studies. 
 
Other reasons for people staying included flexible working arrangements and interesting 
and challenging work. It was felt that BFM provided a work–life balance most of the 
year, while many interviewees stated that the interesting, challenging environment kept 
them. One interviewee stated, Getting to work in a budget group is very high level. You 
get to write briefs for cabinet. The difficulty in making a decision to stay is summed up 
by one interviewee, I initially thought I’d do two budgets and then leave but now I 
realise that I have got over the difficult hump. I know more about the agency. I think 
‘why would you leave unless something is really bad’. I know what I am doing and can 
produce beneficial outputs. I am confident and can be proactive in the workplace. 
 
Embedded Case Two: 
Economics and Financial Planning Division 
 
Organisation characteristics 
The Economic and Financial Policy (EFP) division employed about 200 staff who 
advised the government on key economic and financial issues, including longer-term 
economic development, financial strategy and taxation policy. The division’s main 
functions included:  
 advising the government on:  
 economic and social policy, in particular, strategies to enhance Victoria’s 
economic development 
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 budget and financial policies and strategies to meet the Government’s 
longer-term financial objectives 
 the operation and regulation of energy, water, ports, grain handling 
markets and utilities 
 taxation policy 
 general insurance policy 
 monitoring and forecasting revenue flows and trends in state and national 
economies 
 managing Commonwealth–state financial relations and coordinating the 
government’s input into the Council of Australian Governments’ National 
Reform Agenda 
 provision of a secretariat for the Victorian Competition and Efficiency 
Commission. 
 
The workforce issues 
During the interviews at EFP, interviewees identified a number of workforce issues 
affecting the division. The workforce issues discussed by the interviewees were 
categorised into four groups: 
 attracting and retaining employees with the right skills 
 accommodating the part-time workforce structure 
 changing technology 
 keeping knowledge current. 
Attracting and retaining employees with the right skills was an issue for EFP. When 
discussing this issue, one manager commented, I have been a manager for 25 years and 
this has always been an issue. Finding good quality economists – micro economists – 
sectors and industry and issues rather than economy wide. A different manager reiterated 
this by saying, I really struggle to get good actuarial and legal advice in-house. The 
reality is, those skills are more highly paid in the private sector so actually attracting 
good staff is a real challenge for me. And I think generally speaking economic skills in 
particular subject areas. So getting subject matter expertise is an issue EFP faces. To 
assist with this problem EFP employed junior staff through the VPS Graduate 
Recruitment and Development Scheme and trained them in the specific skills required for 
the job. One interviewee suggested that, Managers use graduates to promote them to 
VPS4 [a VPS job grade] quickly and keep on as part of the strategy of retention. 
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Low retention impacted on long-term projects at EFP. In many instances up to half the 
team left every two years, causing project delays and quality service issues. One 
interviewee expressed their concern about retaining employees by stating, I am the only 
original person on the project ... Six people have left for various reasons. The project 
focus can get disrupted. Another interviewee said, We can't afford to keep losing people 
to better opportunities. We have to create the opportunities in the area. Management 
need to have a shadow, constantly thinking that people will move on. Competing for staff 
resources was considered a problem at EFP. Some employees worked on a variety of 
projects, with staff reporting to several managers. For example, one manager commented, 
I have got a classic example where one person in my team is supposed to be working 
with climate change risk management issues but she also works on gambling policy. The 
gambling policy peaks match that of climate change. Although rearranging the work 
loads of people several times I often find I can't give her the work I need to give her 
because she is busy with something else. 
 
Managing employees in a flexible environment was an issue at EFP. About one-third of 
the workforce was part-time. Like BFM many were women who had returned to work 
part-time after maternity leave. The difficulty expressed by one manager was to balance 
the business needs against people with part-time needs. There was general acceptance 
that part-time work was ‘a good thing’ but it required clever planning. In addition to 
planning work for a part-time workforce, there was the added complication of providing 
time for training and development opportunities. One manager was concerned about how 
to keep part-time employees motivated and give them meaningful training and 
development opportunities in the two to three days a week they worked. 
 
Some interviewees commented that staff avoided using new technology, indicating that 
this was an emerging problem for EFP. They were concerned about losing corporate 
knowledge by converting to a new system. Most interviewees commented that people 
were resisting using the technology system. In an attempt to mitigate this risk one 
interviewee conducted informal on-the-job training with other staff. 
 
Most interviewees were concerned about keeping up to date with the latest theoretical 
developments and having the technical skills to do their job properly. The overarching 
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issue was possessing the required economics knowledge and the capability to provide 
policy advice in the area. One manager expressed this concern as, Knowing how 
government works and public policy operations across jurisdictions. We need to know 
this to provide advice that is going to be listened to. People with the right skills to sell 
their ideas. 
 
The workforce issues raised by interviewees may have implications for training and 
development practices. For example, training and development activities may be used to 
give people the requisite skills for dealing with new technology and decreasing staff 
resistance to its use and keeping employees abreast of the latest industry trends. 
 
The purpose of employer-provided training and development  
The purpose of employer-provided training and development at EFP was similar to that 
of BFM. Most interviewees expressed the purpose of training and development as to 
build the skills required for their immediate job and to develop people for a career path. 
One interviewee specifically described the purpose as To skill up and promote [i.e. for 
promotion]. A manager reiterated this statement by commenting, The main reasons we 
provide training and development is to build up people’s skills to deliver what is 
expected of them and prepare them for the next opportunity [at DTF]. Many interviewees 
also said that this was the reason why they joined EFP. They were aware of EFP’s 
reputation as a ‘training ground’ for career development opportunities. 
 
Training and development formats 
Suitable training activities were identified by individuals and largely undertaken on their 
own. Most interviewees commented that making the time and space for training was 
difficult and therefore their managers often suggested that training should occur on the 
job. However, there appeared to be more of an emphasis on external formal 
qualifications, along with some formal internal training.  
 
On-the-job training at EFP was carried out using a combination of projects and work 
allocation. Staff were allocated work and projects depending on their expertise and the 
tasks considered suitable to build their capabilities. This was an integral part of the EFP 
work allocation. The managers assessed employees’ areas of interest; where their skills 
need developing; and their areas of expertise. According to one manager, On-the-job 
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training is an integral part of the performance development process. The managers 
within this team work out work allocation two or three times a year – who can work on 
what to deliver the product and to develop people. For example, one person needs to 
develop his ability to manage peers and high quality product for the Treasurer so we 
allocated him the coordination role. This role is about quality control and dealing with 
other people to get correspondence to the Treasurer. It is a risk but we make those trade-
offs all the time in the work allocation. 
 
Employees can also apply through an ‘Expressions-of-Interest’ program to work on 
across-department projects. This was designed to enable employees to choose projects 
that would assist their individual employee development plans. It was also a part of the 
flexible work practices policy. Interviewees indicated that projects were not just allocated 
arbitrarily; people could express their interest in a particular project. The projects 
consisted of people with expertise and those who needed to build their capabilities. One 
interviewee explicitly commented that this was why they were working at EFP. 
 
There were three internal formal training programs: induction, in-house courses, and 
leadership development. New employees were required to undertake induction within 
four months of commencing employment. The aim was for them to gain an 
understanding of the job and the cultural environment. Further induction courses were 
provided online and face to face. These included occupational health and safety, energy 
management and writing skills.  
 
Every fortnight the EFP division conducted an information session, where staff shared 
issues and successes in the work they were doing. This was not compulsory, but staff 
were encouraged to participate. Sometimes there was difficulty in getting a quorum as 
explained by one interviewee, We have the opportunity to but sometimes people don't 
want to. We are encouraged but without compulsion. 
 
EFP staff could volunteer to participate in the DTF Leadership Development Program. 
The program was developed using a behavioural framework and capabilities for all levels 
of employment, which pitched the message that leadership was everyone’s responsibility. 
According to one manager, This means that you can demonstrate leadership as a 
graduate let alone a senior executive and it does give you some sense of what we mean 
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by leadership within that document and VPS staff to the extent that they want to target 
this as a particular capability need. It is really up to them to say I need this as part of my 
performance development and they have that discussion with managers. 
 
External training at EFP included formal postgraduate studies, such as Masters of 
Economics and Chartered Accounting accreditation, and professional development short 
courses, such as experimental economics, new regulations and managing difficult people. 
 
To apply for postgraduate study assistance, employees presented a business case. Most 
interviewees agreed that requests for study assistance were rarely declined. The process 
was described by one interviewee as, A business case for why they should undertake the 
study and why the department should support it. It pretty much gets a tick off. I know of 
no instances where the study assistance has been knocked back. The study assistance 
policy provided for study leave and financial support.  
 
Almost all interviewees regularly attended external seminars, courses and conferences 
with their professional associations and regulatory bodies to acquire and upgrade their 
technical skills. They believed that keeping abreast of the latest professional trends and 
new regulatory standards was vital to the quality of their work. One manager stated, I 
send as many of my team as I possibly can. All performance plans have individual 
courses they are attending over the course of 12 months – all staff have at least one. 
 
How training and development needs are determined 
As at BFM, training and development at EFP was individually driven, self-directed and 
largely determined by using the DTF Capability Framework, the Electronic Capability 
Building (ECB) system and the Performance Management system. Individuals and their 
manager made a commitment to how the employee was to develop the capabilities 
identified in the performance review and plan.  
 
There was a mixed reaction to these self-help resources at EFP. Most interviewees 
described the ECB system as a fantastic resource for exploring and determining training 
that suited their needs. If nothing suited them, then they could do their own research and 
request training options they believed were relevant for them. However, some employees 
found it difficult to locate the right course for their needs, describing the system as 
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unhelpful. One interviewee considered the system, A plethora of courses available and 
you go onto the system and there are pages of courses and no one knows which ones are 
good. The issue is who do I go and talk to? I don't know if DTF provides this. A gap there 
– too much and can't expect that managers are on top of this. The lists and knowing 
which course is the barrier. 
 
While all interviewees agreed that determining development needs and attending training 
was largely self-directed, some interviewees also commented that managers were 
responsible for making sure that the training identified in the performance plan was 
actually undertaken. There appeared to be active support from managers. Many 
interviewees felt their managers played a key role in engaging in training needs 
discussions. One interviewee stated, The manager has experience beyond the staff so can 
point them in the right direction. They are aware of training opportunities and can 
allocate appropriate projects. Managers recommend people to attend specific training 
but ultimately the final decision was up to the individual. One manager described this, 
People need to be proactive about their training needs. They know their needs and where 
they want to go. 
 
Commitment to learning  
Again, as at BFM, EFP had a self-help culture. Training and development practices at 
EFP were self-directed and concentrated on preparing the individual employee for future 
career opportunities. A manager described the learning, The individuals do a lot of the 
driving on this. As managers we try to address the capability needs but ultimately it is up 
to the individual to say I am or not interested. Some people don't want the training so I 
don't spend money on them. Particularly those close to retirement. Ultimately it is their 
choice. Managers felt that because training was self-directed a lot of people didn’t take it 
up. One manager remarked, The self-directed aspect detracts from people taking the 
necessary training to develop their capabilities. 
 
The commitment to learning at EFP appeared mixed. While there were strong policies 
encouraging learning, many interviewees felt the policies fell short in action. For 
example, when asked about the division’s commitment to learning, one manager stated, 
Given the amount of study assistance I approve I think it is really ... it is pretty generous. 
Time off to go to lectures, time for study preparation for exams, time to write essays. I 
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had three people studying in my team. However, most interviewees pointed out that 
making the time for training and development was difficult. Many interviewees claimed 
that there was just not time and not all managers were committed. One interviewee 
commented, People are busy getting the job done and many people are part-time with 
other things to do. Other divisions are studying more. Those who have studied are 
supportive of others. Another reiterated, I happen to be lucky. My manager is supportive 
but other managers don't provide that degree of support. It is variable from team to team. 
 
Also most interviewees agreed that the division demonstrated a commitment to learning 
only for those individual employees proactively seeking training and development. 
According to one interviewee, As an employee I think the division is supportive when you 
are proactive. If I know what I need and want and ask for it I get it. If I am not proactive 
I can go years without getting any training. If they [the Department] are not interested 
they don't have to do it.  
  
Other interviewees also suggest that the commitment to learning was a generational 
issue. They commented that younger people were impatient; they expected to learn 
quickly and get ahead quickly and if they did not get what they wanted, then they would 
go elsewhere. The eagerness of younger employees to take up training and development 
was expressed by one manager, I find with the younger staff I have to spend a lot more 
time giving them feedback and addressing their needs. They are far more proactive at 
taking advantage of the training and development activities.  
 
Factors influencing employee turnover 
EFP had the highest employee turnover at DTF in 2008. The rate was 35.15%. The 
employee turnover was lower at the executive level and higher at the lower grades of 
employment (Victorian Public Service grades three, four and five: VPS 3, 4 &5). Some 
employees at VPS 3, 4 and 5 levels stayed at these levels but most expected to be 
promoted quickly. Due to the limited higher-level executive positions, if employees 
wanted a promotion, they had to seek promotional opportunities either in other divisions 
and government departments or external to the public sector. 
 
Employee turnover was viewed as positive in this division, with some managers worried 
that the recession would halt employee turnover. They said that some level of employee 
   95 
turnover was good to keep the team fresh. One manager stated, We are going to be 
looking at encouraging people to move to other teams to get the turnover we need. I have 
people who are good and don't appear to want to move but I do ask the question do they 
need to move in order to increase their capabilities? Movement to other government 
departments was encouraged. Managers believed that their return on investment was 
measured by how well their development had contributed to their employees becoming 
good policy advisors for other VPS departments. As one manager said, We as an 
organisation don't see people who go to other government departments as a bad thing. If 
we give them skills that make them good policy adviser, then once they move to other 
departments it may improve the quality of policy. 
 
As in BFM, employees at EFP left for a variety of reasons. It appeared that working at 
EFP prepared employees for a variety of career options. People tended to leave once they 
had completed their training and qualifications for careers overseas or in the Australian 
Public Service and other Victorian public sector departments. Interviewees agreed that 
although some people left for private sector positions, most left to work in other public 
sector agencies as it was considered more interesting and served the public good. One 
interviewee stated, I am looking in the VPS. I was offered two jobs in the private sector 
but the work does not interest me. I am looking at a narrow range of options at this 
stage, possibly as an Executive Director in the Department of Premier and Cabinet, 
Department of Human Services or in a smaller organisation.  
 
Generally, interviewees agreed that either they or their colleagues were thinking of 
leaving to pursue opportunities that could offer breadth of experience and challenging 
work, expressed by one interviewee as, If something comes up I will leave – my manager 
knows this. In the meantime I hope to get more responsibility in my area. 
 
According to the managers interviewed, the younger generation was the group where the 
high turnover occurred. They were described as being persistent about moving on, with 
one manager stating that, This is particularly challenging. You train them and then they 
go. Possibly looking for job status. They stay for a while – learn what they want to learn 
and then move on. We are sometimes too generous. The older staff don't take enough 
advantage of the training and development opportunities and they will stay forever. 
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Interviewees also agreed that many people considered leaving because the opportunities 
for promotions were limited at DTF. One interviewee stated, The directors aren't likely to 
retire, so beyond VPS employment grade six it is tough to get a promotion. 
 
In summary, people stayed at EFP for two main reasons: the work they were doing was 
important and the department had a generous training and study assistance policy. One 
interviewee commented that the reason they were staying was, I do plan to study; there is 
more certainty about the study and work and their support. This is a big factor that is 
keeping me there. I would like to go back to doing some more intense job but I need to 
weigh that up against getting my Masters. Others liked the difficult area of economic 
policy, the intellectually challenging work and the types of problems they were working 
on. 
 
The case study’s contribution to the research question 
The relevance of DTF in answering the original research question: Is there a relationship 
between training and development and employee turnover? was summarised for each 
sub-question. DTF had high employee turnover (27.56%), supported by the fact that the 
embedded case study (BFM) selected for its low employee turnover (20.50%) had higher 
separation rates than the VPS average of 11%.  
 
What are the various models of training and development in the divisions? 
There was very little contrast between the training and development model in the division 
with the lowest employee turnover (BFM) and the division with the highest employee 
turnover (EFP). The unique model of training and development resulted from the 
combination of the purpose of employer-provided training and development; the format 
for training and development; how training and development needs were determined; and 
the type of commitment to learning in the organisation. 
 
The purpose of employer-provided training and development 
In this case study both divisions concentrated on individual development, where the 
emphasis was on developing individual employees to perform their job requirements and 
enhancing their prospects for future career opportunities. The key drivers of training and 
development at BFM and EFP were to build employees’ technical skills for their current 
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jobs and prepare them for future employment opportunities internally or external to the 
department. 
 
Formats for employer-provided training and development 
BFM and EFP concentrated on a small selection of the formats for training and 
development described in the literature and summarised in Chapter 2, Table 2-2. The 
main structures used for training and development were largely formal accredited tertiary 
studies and short courses undertaken externally. Beyond induction training, very little 
training and development was conducted informally or internally in the divisions. 
 
However, there was some difference between the two divisions’ formats for training 
delivery. BFM, the division with the lowest employee turnover, offered some additional 
informal training activities specific to the division and group learning opportunities. This 
division gave employees an opportunity to volunteer for and participate in formal on-the-
job projects, and the informal Culture Club and U2 Leadership Group. 
 
How training and development needs are determined 
In both divisions training and development needs were self-directed and largely 
determined and planned by individual employees. The Performance Management System 
appeared to be the basis for identifying specific areas of training need for individuals. 
 
Commitment to learning 
Again there was little difference between the ways commitment to learning was 
described in both divisions. The commitment to learning was described as self-directed. 
In this way training and development was highly supported by the divisions, as long as 
the individual employee was motivated to learn. In this model the funding for training 
and development was generous but employees had to be proactive in requesting training. 
 
How do organisation and employment characteristics influence the various models of 
training and development? 
The literature indicated that organisational characteristics such as size, industry and 
occupation group influenced the type of training and development adopted by 
organisations. Employment characteristics such as human resource management policies, 
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training plans and group involvement also influenced the amount and format of 
employer-provided training and development. 
 
In this case study, it appeared that employment characteristics may have influenced the 
model of training and development adopted in both divisions. For example, the 
decentralised approach to human resource management and training and development 
may have influenced the adoption of a self-directed individual-focused model. In this 
model the central human resource management function provided the relevant support 
systems by which the employees and their managers could determine training and 
development needs.  
 
In addition, because the format for training and development in this model was not 
coordinated or provided internally employees were required to source training external to 
the divisions. This type of training and development was often in the form of 
professional short courses or accredited education and training, as indicated earlier. The 
literature described external training as general transferable training and this type of 
training encourages employees to be more mobile (Lowenstein & Spletzer, 1998; Lynch 
& Black, 1995). 
 
The organisation characteristics and workforce issues may have also influenced the 
training and development model adopted in the divisions. For example, many young 
graduates had been recruited to fill skill shortages as a result of the department’s high 
employee turnover. These graduates needed skill building to perform their job tasks to 
the required standard, resulting in the purpose of training and development focusing on 
individual development.  
 
Do various models of training and development have a differential impact on employee 
turnover? 
This case explored the relationship between training and development and employee 
turnover by reflecting on the conceptual work and empirical studies of the three spheres 
of research. A summary of the key assumptions is provided in Chapter 2, Table 2-4. 
 
DTF, like other organisations identified by Forrier and Sels (2003) and the Australian 
Industry Group (2006), used training and development to attract new employees. The 
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department promoted individual development as an employee benefit on the 
department’s website. The careers section of the DTF website (2009) states, The 
Department supports staff to develop their capabilities and to build their careers through 
a range of formal and informal programs. 
 
This individual model of training and development adopted by both divisions may have 
influenced employee turnover reported in both divisions, such that it was higher than 
might be expected. Firstly, it appeared to support the assumption from human capital 
theory that employees who undertake general training are more likely to be mobile 
(Becker, 1993; Winterton 2004). In this case study, employees made use of the generous 
DTF study assistance policy and training by undertaking general training external to the 
divisions. This general training could lead to employees being more employable by other 
organisations and may have encouraged employees to seek alternative jobs if growth or 
promotion opportunities were not available in the training organisation. This model may 
have given additional support for the assumption that promotion or growth opportunities 
are negatively related to employee turnover (Cotton & Tuttle, 1986; Griffeth et al., 2000; 
Price, 2001). This model suggested that, if after receiving training and in particular after 
completing a qualification, there were limited prospects for growth, then employees may 
leave for alternative opportunities. 
 
Secondly, this case supported Smith et al.’s (2011) findings that there is no evidence that 
people stay long-term as a result of undertaking qualifications funded by their employer. 
At DTF staff indicated that they joined the department because of the study assistance 
scheme and remained while they were studying. Many managers also mentioned that 
people left not long after DTF had invested considerable funds in their tertiary studies. 
One manager stated, I had one person doing the Australian and New Zealand School of 
Government Masters program. About $25k a year. And the department paid for that 
although this person got his degree and left. It was really annoying we spent $50k in two 
years and he left two days after he finished his degree. The point is the department 
supports those sorts of things. 
 
Most interviewees mentioned that staff would remain at DTF while they were 
participating in training and development programs and attending postgraduate courses. 
Most managers appeared to support the ‘train and move on’ philosophy. When asked if 
   100 
training and development was used to retain people, one manager stated, A little bit. DTF 
is seen as a really good training ground for young economists so they will get training 
here and then fan out into the private sector. 
 
Thirdly, Smith et al.’s (2008b) assumption – that the pursuit of a commitment to learning 
ensures both a short-term reduction in turnover and long-term skills retention – was 
difficult to ascertain but appears not to be supported. Although the division was 
committed to providing training, as demonstrated by the generous funding and training 
policies, the self-directed learning culture may suggest that if individuals are driving their 
own training and development, they do not feel bound to the organisation.  
 
Summary 
The Department of Treasury and Finance employed around 600 staff working as 
economists, finance specialists, accountants, business analysts and policy advisors. The 
employee turnover was high in all DTF divisions with the lowest turnover being 20.50% 
at BFM and the highest turnover being 35.15% at EFP. 
 
The employer-provided training and development arrangements for employees were 
largely self-direct and driven by building technical skills for current positions and 
preparing workers for future opportunities. Both embedded cases emphasised employee 
participation in external accredited tertiary studies with minimal training and 
development activities undertaken internally by divisional groups. Although training and 
development was valued there were limited promotion or growth opportunities given to 
newly trained workers resulting in employees leaving the department for alternative 
work. 
 
The DTF individual model of training and development appeared to support human 
capital theory’s assumption that employees who undertake general training are more 
likely to be mobile (Becker, 1993). It also appears to support the assumption that 
promotion or growth opportunities are negatively related to employee turnover (Cotton & 
Tuttle, 1986; Griffeth et al., 2000; Price, 2001). 
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Chapter 5: Case Study – Department of Planning and 
Community Development  
Introduction  
The Department of Planning and Community Development (DPCD) was established in 
August 2007 to assist the government and private sector in designing and planning urban 
and regional towns. This department described its brief as, to build active and inclusive 
communities and improve urban planning and development, particularly in the outer 
suburbs and regional areas where there is strong growth.  
 
Organisation and employment characteristics 
DPCD employed 1500 people working across five divisions and was considered a 
medium-sized government department. The divisions include Planning and Local 
Government, Community and Regional Delivery, Sport and Recreation, Urban 
Development, and Corporate and Organisational Development and Communication. 
 
Human resource management arrangements 
Employer-provided training and development at DPCD was managed centrally, along 
with other human resource management activities, by a team of 15 full-time equivalent 
staff, called the corporate People and Culture business unit. The role of the business unit 
was to provide human resource management services that were more likely to improve 
the organisation’s productivity. The People and Culture business plan claims to provide 
excellent service and support to the department (Department of Planning and Community 
Development, 2009).  
 
The People and Culture business unit’s objectives included: 
 developing a high-performing workforce that is skilled, challenged and well 
planned 
 enabling a strong leadership team which will achieve the department’s objectives 
by modelling the department’s values and focusing on people 
 building a department that is efficient, effective and engaged – as evident in its 
structure, culture and people practices.  
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A manager in People and Culture described their role as both strategic and operational. A 
large part of the operational human resource management was outsourced using a shared 
service arrangement with the Department of Transport (DOT). According to a manager in 
People and Culture, A group sits at DOT, located in Exhibition Street. They provide 
payroll, leave, conditions and superannuation. Also HR reports and metrics come out of 
there. 
 
The People and Culture business unit provided operational support to the divisions for 
recruitment, industrial relations and training and development. There were business 
managers throughout each division at DPCD who were the contact for HR-related 
matters. 
 
The central training and development strategic work included: 
 implementation and maintenance of a mentoring program 
 development, administration and monitoring of the Performance Management 
System, called Excel@DPCD.  
 360-degree feedback process for the Senior Leadership Group 
 extensive calendar of centralised training and development programs 
 development and communication of a learning guide 
 review and development of a capability framework for VPS grades 4–6  
 the design and management of a department-wide Management Development 
Program.  
 
Training and development arrangements 
Training and development at DPCD was centralised, with an extensive calendar of in-
house general learning for the whole department.  
 
The purpose of training and development at DPCD was to enhance the capacity of the 
department. DPCD had an emphasis on organisational development because it was a 
newly established department which merged 12 months later with another government 
agency. DPCD was established as the Department of Victorian Communities (DVC) in 
2007 and merged with the Department of Infrastructure (DOI) in 2008 and renamed as 
the Department of Planning and Community Development. The People and Culture 
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business unit was responsible for establishing work practices for this newly created 
government department.  
 
To support the merger of the two workforces, People and Culture developed, in 
consultation with the divisions, an organisational Capability Framework for all levels of 
employment and an online system to measure employees’ performance against the 
capabilities. The unit also provided generic training and development for staff to enable 
them to achieve these capabilities. According to a manager in Learning and 
Development, the Capability Framework provided a common language across the new 
and merged departments and guided the Learning and Development team in creating 
training programs that aimed to meet the required capabilities. Specifically, the manager 
commented, It has given clarity in what it is that people want and helps shape the 
learning and development programs offered by central Learning and Development. 
Before this we had a limited range of programs. 
 
People and Culture and line management shared the responsibility for determining 
training in the divisions. A manager in Learning and Development stated, We consult 
with the business and develop something for them. It was centralised but now we try to 
come to a joint decision.  
 
The People and Culture business unit described their involvement in training and 
development as providing a core program of general training across the department and 
giving consulting advice to divisions on the specific training needs identified in their 
business plans. The People and Culture business unit made the training decisions about 
the content and format for centralised learning programs and the divisions made the 
training decisions about specialist training with advice from People and Culture. A 
manager in Learning and Development commented that, I work closely with the business 
units that want to develop specific programs. I give them advice on how they might go 
about doing this.  
 
The funding for specific training developed in the divisions was often shared between 
People and Culture and the division. According to a manager in Learning and 
Development, if there were central funds available, then the People and Culture business 
unit would assist with some of the training costs. A manager in People and Culture 
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stated, We are trying to set up a model where we provide certain learning programs that 
are funded centrally and there are programs that we try to partner with the business so 
that we share the funding with the division. 
 
The online performance management system, Excel@DPCD, also supported training 
decisions and assisted with determining training needs. It was used by individuals and 
their managers as part of the performance review process; it also helped to identify 
capability gaps across the entire organisation. According to a manager in Learning and 
Development, this helped determine across-department training and development needs. 
The manager explained, I can run reports and determine where the greatest needs are. At 
the moment the priorities for middle management are communication, strategic 
implementation and how government works.  
 
The format and type of training activities at DPCD were traditionally formal in-house 
general training programs. DPCD’s training calendar offered over 20 courses developed 
and facilitated for the whole department. The People and Culture unit also produced a 
learning guide that helped managers to identify training formats for developing skills, 
such as on-the-job learning, mentoring, learning materials and appropriate training 
courses. Although DPCD had an extensive calendar of generic short courses, it was 
encouraging managers to use other methods of training such as coaching, mentoring and 
on-the-job projects. A new program for managing and coaching high performers was 
being trialled, with training formats changing, with 70% of the training being provided 
on the job, 20% through mentoring and 10% through formal training. 
 
Embedded case studies and data source 
Within the context of the department’s organisation and employment characteristics and 
its human resource management and training and development arrangements, this chapter 
explores two embedded case studies (divisions) within the Department of Planning and 
Community Development: the Urban Development (UD) division; and the Corporate and 
Organisational Development, and Communications (CODC) division. They were chosen, 
based on their employee turnover in 2008. UD had the lowest employee turnover at 5.4% 
and CODC the highest at 28%. 
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As outlined and discussed in Chapter 3, multiple data sources were used to gather 
information on the categories that formed the issues to be explored. The case study was 
reviewed using the categories as specific headings and concludes with a section on the 
case study’s contribution to the research question.  
 
Embedded Case Three:  
Urban Development Division 
 
Organisation characteristics 
The Urban Development (UD) division implements key government projects for the use 
of land in urban areas. UD division was previously the planning regulator for government 
but this new division provided information on future planning and investment to 
government. It also worked with infrastructure developers to facilitate the best use of 
land management for urban growth. UD was previously located in the Department of 
Infrastructure (DOI). 
 
The main purpose of UD was to provide accurate, consistent and updated information on 
residential and industrial land supply and consumption across metropolitan Melbourne 
and the Geelong region.  
 
According to Urban Development Program Annual Report 2008, it assisted decision-
makers in: 
 maintaining an adequate supply of residential and industrial land in metropolitan 
Melbourne in line with Victorian Government commitments 
 maintaining an adequate supply of broad hectare residential and industrial land 
stocks in the Geelong region 
 linking land use with infrastructure and service planning and provision 
 taking early action to address potential land supply shortfalls and infrastructure 
constraints 
 contributing to the containment of public sector costs by the planned, coordinated 
provision of infrastructure to service the staged release of land for urban 
development (Urban Development, 2008). 
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The workforce issues 
During the interviews at UD, interviewees identified a number of workforce issues 
affecting the division. The workforce issues discussed by the interviewees were 
categorised into three groups: 
 employees linked to project funding 
 rapid business growth 
 working with stakeholders. 
 
People were employed at UD to work on specific projects; these included permanent 
public servants as well as contracted staff. Interviewees agreed that linking employment 
agreements to project funding was a key workplace issue at UD. According to one 
manager, much of the project funding was short-term and when it ceased a group of 
permanent employees needed to be redeployed to either another UD project or another 
Victorian Public Service department. This created some level of perceived uncertainty 
for employees. But given the very low employee turnover, this issue had limited impact 
on people leaving the UD division. A manager commented, Project employment funding 
creates issues with security of employment on the projects. Some employees are 
concerned about their tenure as it relates to funding of the project. However once a 
person has been on a fixed-term contract for three years the union will argue that the 
person should be an ongoing employee. One employee mentioned, There are people 
assigned to projects but there may not be continued funding. 
 
The workforce at UD had increased by 400% over six years. In one area the staff 
expanded from five to 25 in four years. This rapid business growth meant that recruiting 
new employees and replacing staff on annual leave was an issue, creating workload 
pressures for managers and staff. One interviewee commented, Every time we expand 
there is a need for more resources – more work, more people cycle. But still we need 
more.  
 
The UD division relied on the DPCD recruitment processes to employ additional 
resources quickly. However, one manager found it difficult to justify the time and 
compliance arrangements that line managers needed to commit to the process. This 
manager stated, The project manager has to do this with not a lot of help from central 
HR. We review the candidates, short list, check references and negotiate salary. HR 
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develops the recruitment things and then says – you go and do. I am disappointed in the 
core support. We are not experts because we only do this ad hoc. 
 
Interviewees also complained of the limited capacity for replacing staff and managers on 
annual leave, commonly known as ‘back-filling’. One interviewee explained, We are 
expected to pick up the slack. There is no recognition or appreciation of doing two jobs. 
Mine and my manager’s for example. Everyone seems very very busy and it worries me 
that there is no back-filling. 
 
Working with stakeholders across government and industry to deliver UD projects was 
often frustrating. The division was required to work collaboratively with other 
government departments and to facilitate property development with industry. One 
manager said, It can be frustrating. Our role is ‘whole of government’ and there is 
always tension in doing that. A constant issue that can be rewarding and disheartening 
in some cases. Another interviewee stated, I think we need to be much more sophisticated 
about how our partnerships work.  
 
According to most interviewees, they needed to be better skilled in facilitation and 
collaboration, because most staff were technical urban planners. The interviewee stated, 
My guys have not been in this environment. They are very good at finding a planning 
solution quickly but if it is in a policy they haven’t had the experience of that. The 
division had attempted to close this skill gap by recruiting four senior staff with private 
sector property development experience and new employees from local government, with 
the view that they would coach and mentor the team. 
 
The workforce issues raised by interviewees may have implications for training and 
development practices. For example, training and development activities may be used to 
enhance employees’ skills in facilitation and collaboration and reskill employees who 
need to be redeployed because their projects are completed. 
 
The purpose of employer-provided training and development  
Most managers described the purpose of training and development at UD as to raise the 
professional capability of the whole team. One manager stated the purpose, It is about 
team development. We are working to a common division goal and therefore plan 
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training to meet this – team and individual plans. Furthermore, most employees 
commented that they develop their skills for two reasons: so they can help others and 
deliver their project outcomes. An interviewee supported these comments by stating, The 
unit can see the sense of training for a group – where all needs are the same. 
 
The significance placed on training and development at UD was demonstrated by the 
employment of a training and development coordinator, who reported directly to the 
executive director of the division. 
 
Training and development formats 
The UD division was in a unique position. It had changed its role in the previous 18 
months from planning regulator to facilitator of building and infrastructure development 
in the community. Therefore, the professional skills required to do this work had 
changed. The challenge for the team, including managers, was to turn ‘urban planners’ 
into ‘project managers’. One manager stated, We are trying to fit our training needs to be 
biased towards more private sector experiences than just public sector stuff. Another 
manager reiterated this by commenting, I have noticed over time that the focus has 
changed to leveraging the private sector. We need to step in the shoes of the developers 
and understand what drives commercial value. 
 
Training activities were largely undertaken formally as a team or in groups. The UD 
management team put a training plan together to look at the skills that were required to 
meet the team’s outcomes and then determined the appropriate method of training to 
meet those needs. 
 
New employees commenced in UD with induction training designed to teach them about 
working at UD and DPCD more broadly. This training was mainly conducted by the 
DPCD People and Culture business unit using an extensive calendar of in-house short 
courses under the categories of understanding government, interpersonal awareness and 
people management. 
 
Ongoing professional and behavioural training and development was conducted by the 
UD division and used several training formats to build the skills of the team. Firstly, the 
division conducted team workshop training in areas such as writing skills and contract 
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management. A four-course behavioural management development program was created 
specifically for the division. The managers in the division identified the behaviours 
important for the business and developed a training program covering topics such as 
communication, team building and facilitation. According to an interviewee, We are 
working on behavioural qualities to enhance and develop. This is a push to collectively 
develop those areas. It is a consistent program. Behaviourally it takes not an event but 
ongoing learning. The program was open to all staff in the division and was self-
selecting.  
 
In addition to induction, general training and the behavioural management program, the 
division introduced ‘secondees’ arrangements as a way of improving employees’ 
knowledge and skills. In this approach, staff were exchanged with employees from other 
government departments on a short-term basis to coach and mentor their team. One 
manager explained, I advocate swapping people around, like sliding tiles, we have 
someone in the Department of Transport and they have one over here. This helps to build 
bridges and cultures. 
 
Another form of training at UD comprised informal lunchtime seminars with staff and 
industry guest speakers. One interviewee mentioned that, A learning and development 
initiative at the moment is that we have several lunch time meetings with speakers – we 
propose someone from the team or nominate a person we think should speak. Change in 
our team meeting structure. It is led by a different group within the larger team and we 
present some of our work. Another interviewee commented, People bring back what they 
have learnt and share this with presentations at staff meetings. 
 
At UD, external training was used to gain knowledge about the property development 
and the planning industries. According to the interviewees, they attended industry and 
professional association seminars and events to develop their networks and to identify 
industry trends. One manager pointed out, I have been encouraging the group to improve 
our commercial acumen and industry knowledge. I encourage people to attend Property 
Council and Urban Development Institute of Australia seminars and courses. A number 
of our people are members of their professional associations and go to their functions. 
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The managers at UD sought alternative ways of gaining knowledge and skills about their 
work. For example, they regularly visited colleagues in other Australian states and 
overseas and seconded employees to the private sector or other government departments 
for short periods of time. The purpose of these training and development activities was to 
gain experience and share the knowledge with the team. As one manager pointed out, We 
try to visit colleagues in other states to learn from what they do. Another manager stated, 
We have ‘seconded’ someone out for 12 months to spend time with the developer 
representative body to get external skills. 
 
Some staff were also undertaking university qualifications. One manager stated, I have 
one doing a masters and they [the organisation] are part meeting the costs of that. And 
allowing study leave. 
 
How training and development needs are determined 
Training and development was largely self-managed by the team, with some training 
determined at a corporate, division and individual level.  
 
At a corporate level the People and Culture business unit determined the capabilities 
required to be successful in the department and developed a performance management 
system and training calendar to support these capabilities. The UD division used both of 
those tools but these were not the sole focus for determining staff training and 
development needs. The division was concerned about developing training that met the 
specific context of their business. According to one manager, Individuals’ needs are 
determined through the performance review discussion every six months. The corporate 
needs are mandated through People and Culture branch and the bit in between – the 
division – is identified by changes to the way we do our work. The manager also stated, 
70% of development is for the role in the team and the remainder for the individual. 
Another interviewee reiterated by commenting, I can put my hand up and say I would 
like to do this course and my boss will approve it. However, I think the focus is more the 
skills of the branch.  
 
The UD division allocated funds from its individual project budgets to pay for its own 
training and development, while a proportion of the project budgets were used to fund the 
training and development coordinator role. The training and development coordinator 
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worked closely with the divisional managers to identify the capabilities required to meet 
the team outcomes, determine the skill gaps and develop specific training to meet those 
needs. One of the key roles of the training and development coordinator was determining 
the training needs at a divisional level. One manager described this process, We asked the 
management team to assess their teams under the terms – ‘needs improving’ and ‘is 
okay’, in every DPCD capability. Not a lot of science to this exercise. It was what do you 
think? We looked at the responses and we came up with the most common needs. So we 
focused on those areas. 
 
Commitment to learning  
All interviewees agreed there was a strong commitment to learning at UD and most 
interviewees commented that training and development at UD was encouraged by their 
Executive Director. One interviewee described the Executive Director as, Our ED is 
really supportive. He is a real ‘continue learning and studying and progressing’ type of 
person.  
 
According to a manager, the learning culture was strong in terms of training and 
development. The manager stated, We developed the training to send a message and give 
some truth that we do value learning and development. An interviewee supported this by 
stating, There has been a massive promotion of skills and training and development in 
the last couple of months. A range of stuff from core professional skills to technical 
seminars and leadership development. And I have found this organisation is proactive 
and encouraging in a myriad of ways. Another interviewee commented, A big benefit to 
working here is the ability and encouragement to attend training. However, according to 
a senior manager at UD, there was not enough reflection and learning from the work they 
had completed.  
 
Many interviewees expressed enthusiasm for learning new ideas at UD. An interviewee 
claimed that the Individuals I work with are interested in staying abreast of current 
thinking. Another reiterated this by claiming, People are interested in new and different 
ways of doing things. When asked whether they considered there was a commitment to 
learning at UD, an interviewee stated, I do. I think it goes with the enthusiasm of wanting 
to do things better. There is a good ethic about what we are trying to do. Achieving these 
ends is difficult and we haven’t got a magic bullet or unlimited resources. The reason for 
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education is so that we can better address that, and learn from others who have made a 
success of this. We are interested in finding success stories. The interviewees also 
indicated that UD supported a strong culture of sharing ideas, with a manager remarking, 
I think there is a willingness to learn and share ideas and listen to other perspectives. 
 
Factors influencing employee turnover 
UD had the lowest employee turnover at DPCD in 2008. The rate was 5.4%. This 
relatively new division, created six years ago, has grown from 15 people to over 60. The 
government brought forward urban development projects during the Global Financial 
Crisis to help stimulate the economy. This meant the UD division needed to mobilise 
resources very quickly to cope with the additional workload. According to a manager at 
UD, only two staff had left the division in the past six months and both departures were 
due to the completion of projects.  
 
If staff were interested in seeking alternative employment, most managers encouraged 
them to consider a secondment rather than resign from the organisation. For example, 
one person had been on secondment to a private company in the United Kingdom for two 
years with the expectation that on their return they would share their experience with the 
team. 
 
According to some interviewees, colleagues on fixed-term contracts ending in the 
following six months were applying for alternative employment opportunities. An 
interviewee stated, We have a number of fixed term people and if people are finishing at 
the end of the year they are applying now. There was some concern that, if the division 
did not receive large increases in the budget, staff would need to find alternative 
employment. 
 
People stayed at UD for a combination of reasons: job security, flexible work 
arrangements, interesting work and because they liked the people they were working 
with. One interviewee revealed, There is no ill feeling in this office. Another felt they 
were privileged to be working in this division. Most interviewees agreed that people 
stayed because they liked the idea of playing a role in contributing to good public 
outcomes. 
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Leadership also played a part in why people stayed at UD. When asked why people 
remained in the organisation, one interviewee stated, This is to do with culture and 
leadership. The Executive Director is open and fun and can be serious when he needs to 
be. There is a can do rather than can’t do culture. According to one of the managers, 
people stayed because their work was about finding solutions and they could see the 
results of their work. One interviewee, however, was concerned about working in the 
division if the Executive Director left. This interviewee said, If the Executive Director 
was to leave I think it would make a difference to the unit and how it works. I think at 
that point many people will review what they are doing. However we have an opportunity 
at the moment to be in the centre and leading the way.  
 
Embedded Case Four: 
Corporation and Organisational Development and Communications 
Division 
 
Organisation characteristics 
The Corporate and Organisational Development, and Communications (CODC) division 
employed approximately 150 staff who provided internal people management, 
communication, financial and information technology services to other departments.  
 
As an internal service provider, CODC provided the following support:  
 People and Culture provided human resource advice and services. 
 Corporate Finance administered and managed the department’s financial budgets. 
 Corporate Strategy developed the overall corporate plan and direction for the 
department. 
 Corporate Operations and Technology provided technology and business process 
support to the department. 
 Corporate Communication was responsible for internal and external 
communication for the department. 
 Organisational Development managed the department’s capability framework, 
training and leadership development. 
 
The CODC described its goal as to support the department on three levels. At the base 
level it supported the operations of the department with business and human resource 
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systems. At the next level it gave tactical advice to the managers of business units. And 
at the top level CODC offered strategic advice on governance and corporate direction to 
the head of the department and the executive team. 
 
The workforce issues 
In addition to the challenge of high employee turnover, the workforce issues discussed by 
the interviewees were categorised into three groups: 
 labour market competitiveness 
 attracting employees with the right skills 
 organisational change. 
 
Labour market competitiveness, particularly in the employment fields of information 
technology and communication was a recruitment and retention problem at CODC. One 
manager pointed out, Remaining competitive against the private sector for remuneration 
and job construction is a challenge. We don’t offer the same salaries and package but the 
nature of work is for a higher purpose and therefore attracts people with a different 
motivation. Many people had left CODC to pursue better pay conditions. 
 
Attracting employees with the right skills was difficult for CODC. This may be a 
consequence of the inability for the division to compete with the remuneration and salary 
packages offered in the labour market. One manager stated, The ability to attract talented 
individuals with the right skill set is a challenge. Another interviewee commented, I find 
it difficult to get the right people in certain roles. I can’t find the right person. According 
to many interviewees, getting the right staff was hindered by the recruitment process at 
CODC.  
 
They find the process onerous and convoluted. Constant organisational change due to 
being a newly formed department followed by a merger with a previous department 12 
months later was highlighted as an issue at CODC by some interviewees. One business 
unit had grown from 15 to 25 people in nine months. According to one interviewee, it is 
not well established and lacks a level of organisational maturity. Many staff felt CODC 
lacked role clarity and believed the organisation had no united culture. One interviewee 
expressed this as A lack of social unity. 
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The specific training and development practices at CODC may have been influenced by 
the workforce issues described by the interviewees, particularly the issues associated 
with establishing a new department and the difficulty of attracting people with the right 
skills in a competitive labour market. According to a manager, We need to put the 
department on a sustainable footing, build self-renewal and reliance. Is there a role for 
training? It is not going to be a magic bullet. Training may help but not on its own. 
 
The purpose of employer-provided training and development  
The purpose of employer-provided training and development at CODC was described by 
a senior manager as, To build sufficient capabilities to lead and manage the current 
demands for excellent organisation outcomes. This was supported by an interviewee, 
Our director is looking at overall capabilities and bigger skills of the unit. Another 
interviewee claimed, The capabilities of the unit is a bigger focus than the individual. 
 
Employees said that most training was directed from the People and Culture business 
unit and the training offered was mandatory, with some focus on developing the skills of 
individual employees. Almost all interviewees agreed there was little or no knowledge 
sharing as a team. One interviewee expressed that the purpose of training, My feeling is 
that there are certain types of training that are mandatory. These are made by the HR 
team. Everyone has to have this training. My director recently reminded everyone that 
they had to do the mandatory training. Another interviewee commented that, Collective 
training as a business unit – I don’t think so! We are encouraged to do training provided 
by the department. Another interviewee stated, A lot happens in-house and is generic 
across DPCD and not specific enough for us.  
 
The purpose of training was identified in some cases by employees as development of 
technical skills for individuals’ roles. One interviewee described their learning, I manage 
my own learning in the technical area of writing, for example how to write a speech and 
on-the-job media  training. Another mentioned, I am learning specifically about how 
government works, about my role and the frameworks available. 
 
Training and development formats 
Training activities were largely determined by People and Culture through the 
organisational capability analysis and offered via the DPCD Learning and Development 
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Calendar. Most interviewees commented that their training needs were, in the main, 
catered for by the DPCD Learning and Development Calendar. One manager stated, We 
go through the capabilities identified and in the first instance we look at the directory 
[Learning and Development Calendar] and if the offerings don’t cut it then we search for 
something else. 
 
Most training at CODC was undertaken internally using in-house formal courses and on-
the-job learning. Employees participate on an as-needs basis in the range of formal 
courses listed in the DPCD central Learning Calendar. All interviewees mentioned they 
had attended a range of courses offered at DPCD. For example, most interviewees 
mentioned attending how government works; writing for government; performance 
management; occupational health and safety; and project management. When asked 
about employees participation in training one manager stated, We send people to the 
DPCD training courses. If you are new to the public sector we would send you to ‘How 
Government Works’. Attendance would be on an as-needs basis as it relates to your role.  
 
The DPCD courses aimed to meet the majority of needs identified though the 
Excel@DPCD performance and development process. Most interviewees expressed 
satisfaction at attending the courses. One interviewee described their experience, I have 
done some very good training. My role has changed over the five years. I had no [staff] 
reports and now I have lots. There is a lot of good corporate stuff. 
 
Some interviewees however described the DPCD in-house formal courses as too generic. 
They expressed a concern that their training was not specific enough to meet their 
individual or the business unit needs at CODC. According to one interviewee, Training is 
usually very generic offered by HR. We should be looking at our own unit needs more.  
 
At a management level some interviewees discussed their participation in the newly 
constructed Management Development Program. This program was not a series of short 
courses conducted in isolation to the business; rather, it was described by a manager in 
People and Culture as going beyond ‘management 101 theories’. The manager stated, 
There are skills and knowledge you have to have but it is the ability to get people to 
reflect on themselves. Therefore the program was about learning management skills on 
the job through coaching and discussions with employees. A unique component of the 
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Management Development Program was the inclusion of staff discussion forums to 
enable them to gain an understanding of the responsibilities of their managers. For new 
managers there was also an informal buddy system. One manager described the use of a 
buddy system, Informally we do set up a buddy system particularly for line managers 
who come into the team as part of an induction; we will buddy them up with another line 
manager for general questions and how do things work and that sort of stuff. 
 
Only a small number of employees at CODC participated in formal tertiary studies. And 
the funding support and study leave arrangements appeared to be inconsistent for the 
employees participating in tertiary studies. A manager stated, We have a reasonably 
small number of people currently undertaking formal tertiary studies. So my team is 
about 40–50 and we might have two who undertake that. In one case I part subsidise. 
The department position is limited as far as studies goes whether it be paying fees or 
study leave. I am pushing the boundaries as far as this goes. One interviewee pointed 
out, I have done a Masters of Arts part-time and did the whole MBA here. DPCD did not 
pay but would be flexible with time. This meant more to me than the money. A different 
interviewee stated, I came in with two units to finish on my Masters and this has been 
supported by DPCD. No funding but time off. 
 
Some interviewees also mentioned attending external courses and seminars with the 
Institute of Public Administration Australia (IPAA) and the Australian and New Zealand 
School of Government (ANSZOG). These organisations provided short courses and 
thought-leadership programs in the area of public administration. One interviewee stated, 
I have been to a couple of IPAA seminars and the ANZSOG public policy two day. It was 
only two days. It was good. It was interesting. It meant a lot to be seen to be doing that 
[ANZSOG public policy course]. 
 
How training and development needs are determined 
Training and development at CODC was centrally organised, management-directed and 
largely determined by using the DPCD Capability Framework and Performance 
Management System. Using the Excel@DPCD electronic performance management 
system, the People and Culture branch identified the most common capability gaps and 
developed and implemented a training calendar based on bridging those gaps. Therefore 
most training undertaken by employees in the CODC division reflected the training 
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determined by the central People and Culture branch. According to a senior manager, If 
that is the strategic intent of the business strategy, what is the organisation capability 
gaps that you need to address to get there? It is about the conversations around the 
executive table about strategy and getting it clear about what it is we are trying to do. So 
we focus on organisational capability. 
 
There was an expectation that managers together with their employees would determine 
the training individuals needed to meet the capability requirements of the job. However, 
the funding of the training decision was made by the manager and their director. An 
interviewee stated, It is a consultative process between the manager and the individual 
and is reflected in the performance plan. Generally the manager will have the final say 
and they must have the delegation to approve it. Another commented, It is collaborative 
with your manager. It is made by them and discussed with the director. 
 
Commitment to learning 
CODC has a commitment to an organisation-wide approach to learning. This means that 
learning is standardised across the organisation to achieve organisational outcomes. A 
senior manager stated, We would like the department to focus on organisational 
capability. This means building capability for our strategic outcomes. A different 
manager suggested, When we talk about capability, it is not necessarily about the 
individual people.  
 
The commitment to learning at CODC was described by one manager, It is a whole 
merger of different cultures and capabilities. There is a strong commitment to learning in 
the People and Culture and Corporate Strategy branches and there is, in a technical 
sense, in the Communication branch.  
 
Others commented that there was generally good support for training but only pockets of 
reflective learning. Some interviewees viewed the Learning and Development Calendar 
provided by People and Culture as a demonstration that the division was committed to 
learning. In particular one interviewee commented, The people training stands out for me 
because I don’t see this happening anywhere else. However, in relation to reflective 
learning, one manager stated, Maybe it [commitment to learning] is a bit ad hoc. 
Reflective work after a project is not happening at the moment but we are bringing this 
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back. Another interviewee also agreed by commenting, There is little reflection. The 
culture is more like – it has happened now let’s move on.  
 
There were also comments about the influence that line managers had on commitment to 
learning. One interviewee observed, You see flashes of this, driven by individuals. It is 
personal. Some try to run learning circles but not in my unit. Another interviewee 
mentioned that in their unit there was encouragement to seek learning and step outside 
their comfort zone. 
 
Factors influencing employee turnover 
In 2008 CODC had the highest employee turnover in DPCD, at 28%. According to one 
senior manager at CODC, this turnover had been affected by the labour market profile in 
the divisional areas of technology, business operations and communications. The senior 
manager stated, Other employers of these areas can offer contracts, work–life balance 
and remuneration that CODC cannot compete with. 
 
The senior manager also pointed out that some of the turnover had been intentional. 
Employees in one of the branches had not been well managed so a new director 
introduced a different behavioural philosophy and business strategy, which meant that 
some people chose to leave. According to the manager, They didn’t want to buy in so 
they left, while another manager revealed, My turnover rate has been high because I have 
been working through moving them on to other roles. Not performance related. They 
lacked motivation and were stale.  
 
There were mixed views about the impact of employee turnover at CODC. One 
interviewee described the negative impact of high turnover, We have had high turnover. 
Five directors and five managers. And similar turnover at a sub manager level. This has 
been debilitating. There is little corporate memory in our unit. However, a manager 
reflected on the positive impact of the high turnover by revealing, It has been an 
opportunity to set new directions and structure, but we do not want to see people leaving 
under three years. Were they fit for purpose in the first place, have we managed the 
employees’ expectations and have we built capability and given them the opportunities 
they came for? We will come out of it better but it has created a huge amount of pain. 
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There had been demand for information technology, finance and communication 
specialists in the labour market, leaving CODC management exposed to a competitive 
labour market offering higher remuneration and better work conditions than available in 
the public sector. Most people had left CODC to seek these opportunities. One 
interviewee stated, People leave because pay is an issue.  
 
Other reasons given by interviewees were that people had been unhappy with the 
workload and their management. One interviewee stated, This time last year I was 
looking for jobs. This was due to the previous manager. People were treated terribly. 
Morale was terrible. One interviewee planned to go back to consulting where it provided 
job variety and work had a defined problem and solution. Another interviewee was 
seeking alternative work in a small not-for-profit organisation assisting a community 
enterprise with business and communication. 
 
Others had left as a consequence of managers encouraging people who have been doing 
the same job for many years and who did not subscribe to the new direction to seek new 
employment opportunities. One manager stated, I have been working on moving them on 
to other roles.  
 
Most interviewees agreed that people had left because of a poor understanding of their 
role within the context of the department, the lack of knowledge sharing and collective 
learning. However, where there was an alignment between the CODC objectives and the 
individual’s understanding of their role, they were more likely to stay. One interviewee 
remarked, I am staying, I love it. I love the work and the people I work with. I can see a 
career for myself. I see how what I do and DPCD fits into the broader Victorian 
government picture. 
 
Another employee from the CODC division, where there is no or little evidence of team 
learning, commented that, Collective training would help me stay. We have no unity with 
my team. It feels like just me and my manager some days. 
 
The interviewees agreed that employees at CODC mainly stay for job security and their 
commitment to contributing to the public good.  
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The case study’s contribution to the research question 
The DPCD as a case study contributed to all research questions. The relevance of DPCD 
to answering the original research question, Is there a relationship between training and 
development and employee turnover? is summarised for each sub-question. The DPCD 
case study demonstrated a large variation in employee turnover between divisions – some 
had low employee turnover, while others had high employee turnover. The lowest was 
UD with 5.4% and the highest is CODC with 28%.  
 
What are the models of training and development in the divisions? 
Varying models of training and development are used by the divisions in this case study. 
The four elements determining the model – the purpose of employer-provided training 
and development, the format for training and development, how training and 
development needs are determined and the commitment to learning – combined in each 
division to form two different training and development models. The division with the 
lowest employee turnover (UD) had a team-focussed training and development model 
and the division with the highest employee turnover (CODC) had a training model 
focussed on an organisation-wide approach to learning. 
 
The purpose of employer-provided training and development 
The key driver for investment in training and development at UD was to meet various 
project outcomes by improving the professional capability of the whole division, whereas 
investment in training and development at CODC was directed by organisational change. 
The division aimed to build consistent skills, knowledge and consistent behaviour across 
all job levels in its workforce.  
 
Formats for employer-provided training and development 
UD used a larger variety of formats for training and development compared with CODC. 
Training activities at UD were mostly undertaken internally as a team using informal 
training contextualised to the division but employees often attend professional 
association seminars and courses to allow networking with their stakeholders, such as 
building developers and local government representatives. At UD there was also 
evidence of innovative learning practices, such as swapping employees with other VPS 
departments and sending people overseas on secondment to build relationships and share 
‘learnings’. 
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Unlike UD, CODC did not use a variety of formats to deliver training and development. 
The division’s training activities were mainly undertaken internally using the 
department’s program of generic courses designed and implemented by the in-house 
DPCD Learning and Development function. The method of delivery was through 
workshops with some training offered on the job. A few employees undertook tertiary 
qualifications with study leave assistance, but CODC did not fund employees’ training in 
external tertiary qualifications. 
 
How training and development needs are determined 
The training and development needs were identified differently at UD and CODC. At UD 
the division’s training and development coordinator worked with the divisional teams 
and managers to determine the training and development needs for both individual 
employees and the division as a whole. In contrast, the CODC training and development 
needs were determined centrally using the combined individual employee data in the 
Performance Management System. The most common individual needs were developed 
into a training course and delivered through workshops in house. The employees were 
then expected to attend the courses identified in their individual performance appraisal. 
 
Commitment to learning 
Both divisions were committed to learning but focused on different development needs. 
UD was committed to team development, whereas CODC was committed to an 
organisation-wide approach to learning. UD extended its commitment to learning by 
appointing a training and development coordinator to work with the teams to design and 
implement training specific to the division. 
 
The combination of the four determining factors suggested the following two models of 
training and development in this case study. 
 
The model of training and development at UD was focused on developing the team to 
meet project outcomes. In this model the team determined the type and format of training 
and development; in many instances a variety of formats for training was used, with the 
aim generally of sharing learning with the team. The training was highly contextualised 
to the work area in this model. 
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The model of training and development at CODC was focused on organisational 
development to meet the corporate objectives. Training activities were centrally 
organised and management-driven. In this model the training was more general and the 
format for training and development was likely to be delivered internally as a formal 
workshop. 
 
How do organisations and employment characteristics influence the various models of 
training and development? 
This case study did not suggest that organisation characteristics such as size and industry 
type influenced the adoption of training and development models. For example, both 
divisions operate within the same industry and organisation size but had varying training 
and development models.  
 
Employment characteristics, however, may have influenced the adoption of the models of 
training and development in the divisions. At UD the team-focused model was driven by 
employment being linked to team projects with specific outcomes, whereas the 
organisation-focused training and development model at CODC was driven by change 
management. CODC was responsible for managing the change processes, resulting in the 
desire to lead by example. 
 
Do the various training and development models have a differential impact on 
employee turnover? 
Drawing on the conceptual work and empirical studies of the relationship between 
training and development and employee turnover as expressed in Table 2-4, this case 
study reflected on the research assumptions as follows. 
 
The models appeared to support two assumptions on the relationship between training 
and development and employee turnover. Firstly, the data appeared to support the 
propositions made by human capital theory: the low employee turnover at UD may 
support the proposition that the training and development model at UD provided a great 
deal of firm-specific training (contextualised to their division), which binds employees 
(Becker 1993), while the moderately high employee turnover at CODC, which had a 
training and development model that provided a great deal of general training, may have 
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contributed to employees being more mobile. This organisation-focused model of 
training and development reflected human capital theory’s claim that people who receive 
general (transferable) training were more likely to be mobile (Altonji & Speletzer, 1991; 
Lynch, 1991; Becker, 1993).  
 
Secondly, this case study suggested that training and development lowered employee 
turnover when it led to organisational commitment and job satisfaction (Boslie et al., 
2003; Chew & Chan, 2006; Winterton, 2004). At UD the team-focused training and 
development model led to organisational commitment and job satisfaction by involving 
the team members in determining the type and format of their training and development. 
The group participation in training also contributed to collegiality and led to co-worker 
satisfaction at UD. In contrast, the organisation-focused training and development model 
appeared to reduce organisational commitment and job satisfaction because employees 
were not consulted or involved in determining their training and development needs, 
leading to a potential divergence of views between the organisation and the individual 
employees.  
 
As with the previous case study, this case did not support the proposition that the mere 
pursuit of a commitment to learning ensured both a short-term reduction in turnover and 
long-term skills retention. Both divisions, with varying employee turnover, had a strong 
commitment to learning but the commitment was described differently by the employees. 
At UD the team commitment to learning may have influenced the low employee 
turnover, but at CODC the commitment to an organisation-wide approach to learning 
may have linked to higher employee turnover. It may be that the type of commitment to 
learning relates differently to employee turnover. 
 
Summary 
The Department of Planning and Community Development employed around 1500 staff 
working in Planning and Local Government, Community and Regional Delivery, Sport 
and Recreation, Urban Development and Corporate and Organisational Development and 
Communication. The employee turnover varied at DPCD with the lowest turnover being 
5.4 % at Urban Development and the highest turnover being 28% at Corporate and 
Organisational Development and Communication. 
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Employer-provided training and development arrangements at DPCD were largely 
centralised and driven by the need to meet team project outcomes at UD and 
organisational change at CODC. These drivers for training and development may have 
influenced the formats used to undertake learning in the divisions. In this case study UD 
used informal training specifically design to meet the team objectives and CODC 
undertook organisation-wide DPCD internal courses focussed on achieving consistent 
skills, knowledge and behaviour.  
 
The UD team model of training and development appeared to support human capital 
theories assumption that at great deal of firm-specific training binds employees (Becker, 
1993). The CODC organisation-focussed model of training and development may also 
reflect that human capital theory’s claim that people who receive general (transferable) 
training are more likely to be mobile (Becker, 1993).  
 
Also the way training decisions are made in this case study appear to support the 
proposition that employee commitment and job satisfaction lowers employee turnover 
(Boslie et al., 2003). For instance the team engagement in determining training and 
development at UD may have influenced the greater commitment to the organisation and 
job satisfaction than that found at CODC where training and develop decisions were 
management-directed. 
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Chapter 6: Case Study – Department of Human Services 
Introduction 
The Department of Human Services (DHS) was responsible for the policy development 
and service delivery of community programs and public housing. The DHS services 
included youth justice, child adoption, child protection, out-of-home care, disability 
services, homeless support, affordable rental housing, and training and employment 
opportunities for people in public housing. The department claimed that its mission was 
to raise the wellbeing of citizens, emphasising vulnerable groups and those most in need. 
 
Organisation and employment characteristics 
With approximately 12,000 staff working across six divisions and eight Victorian 
regions, DHS was the largest government department. Its regional offices were the public 
face of the department, with almost 80% of the department’s workforce located in 
regional areas. DHS services were coordinated from the eight Victorian regional offices 
to make the services easier for the public to access.  
 
Human resource management arrangements 
Employer-provided training and development at DHS was decentralised to learning and 
development functions in the eight regions and some key divisions, such as Housing and 
Child Protection. The central training and development function at DHS operated within 
the People and Culture business unit and was responsible for the department’s leadership 
and management development, whereas the divisions and regions were responsible for 
job-related skill development. The central training and development function did not 
have governance over the regional learning and development functions but, according to 
one of the managers in central training and development, they assisted with their 
development and networking across DHS. 
 
People and Culture described their vision as, to have a well-led, high-performing, 
sustainable, diverse and resilient workforce that is valued and respected, delivering 
quality human services (Department of Human Services, 2007). 
 
The People and Culture business unit’s objectives included: 
 enabling a workforce that is sustainable, well managed and effective 
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 developing people who are skilled, flexible and engaged 
 enabling people to be productive and meet changing demands 
 developing leaders who are respected, focused on people, action and outcomes 
 developing leaders who model the department’s values and focus on people 
management. 
 
The central training and development projects included: 
 development of the overarching learning strategy for DHS 
 a corporate training and development calendar for skill development consistent 
across the department, for example, corporate orientation, preparing ministerial 
documents and cultural respect training 
 a Transition to Manager program, for people new to the management role 
 development of a middle management program 
 a Leadership Development program, including a calendar of courses 
 maintenance of an intranet guide of external programs or courses related to 
departmental capabilities. 
 
Training and development arrangements 
Because training and development at DHS was decentralised, duplication often occurred 
between training provided at central, divisional and regional levels. This had eventuated 
because over time DHS had amalgamated with many smaller government departments. 
One manager stated, We are trying to consolidate what is being offered across the 
program areas, then people can move across divisions and we will have a more fluid 
workforce. 
 
The central training and development function offered a small calendar of in-house 
general learning for the whole department. This training fulfilled induction and the core 
general skills required by workers at DHS, such as orientation to government, writing 
briefs, financial delegations and occupational health and safety.  
 
According to the DHS People Strategy 2007–2010, the purpose of training at DHS was 
to develop a workforce that was highly skilled and productive at division and region 
levels. This purpose and the decentralised structure of training influenced the 
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department’s emphasis on organisational development at a localised level (by division 
and by region) (Department of Human Services, 2007).  
 
Because DHS was an amalgamation of diverse business operations, the training and 
development was contextualised to the specialist technical skills required in each 
division. One manager stated, There is a strong drive around building capability in the 
division, particularly in special technical expertise and job skills. 
 
Due to the statutory nature of the business operations at DHS, managers also spoke of the 
purpose of training as meeting compliance requirements, such as child protection 
regulation, standards in disability services and building regulations. Most training and 
development was determined and undertaken at a division or region level. Individuals 
and their managers used the DHS Performance Review and Development Plan (PRDP) to 
determine their training needs. A calendar of in-house training, provided by the relevant 
learning functions in each division and region, was used to source appropriate training 
options. 
 
The format and type of training activities at DHS were traditionally formal in-house 
general training programs. Much of the training offered by the divisions and regions was 
mandatory at particular stages of job tenure and as a part of meeting the business 
operations regulations.  
 
Although there was little emphasis on individual employees participating in further 
tertiary studies, some employees did attend tertiary courses. According to one manager in 
learning and development, there were minimal or no records kept on the extent to which 
people were attending training external to DHS, except for some key programs that were 
managed through a central DHS nomination process. These external programs are 
Cranlana (leadership course) and Australian and New Zealand School of Government 
(ANZSOG). The 2008–09 annual report indicated that eight employees attended the 
Cranlana Program Colloquium for future public sector leaders and 24 people attended 
ANZSOG executive programs. 
 
   129 
Embedded case studies and data source 
Within the context of the department’s organisation and employment characteristics and 
its human resource management and training and development arrangements, this chapter 
explores two embedded case studies (divisions) within the Department of Human 
Services: the Property Services and Asset Management (PSAM) division and the Child 
Protection (CP) division. They were chosen because of their employee turnover in 2008. 
PSAM had the lowest employee turnover at 3.8 % and CP the highest at 34.5 %. 
 
Multiple data sources were used to gather information on the categories that formed the 
issues to be explored. The case study was reviewed using the categories as specific 
headings and concludes with a section on the case study’s contribution to the research 
question.  
 
Embedded Case Five: 
Property Services and Asset Management Division 
 
Organisation characteristics 
Property Services and Asset Management (PSAM) worked with property developers to 
provide housing options for low-income people in Victoria and managed the 
government’s public housing assets. The division’s guiding principles were value for 
money, efficiency, partnership, sustainability, equity and open communication. 
 
The main purpose of PSAM was to create and maintain public housing. They worked 
with tenants to solve their tenancy issues and project-managed building contractors to 
maintain public housing buildings. According to the Property Services and Asset 
Management (PSAM) Business Plan 2008–2010, its objectives were to: 
 Work to better meet client needs through the housing assistance by growing the 
supply of housing and aligning housing stock to changing client needs 
 Improve the well-being of Victorians experiencing disadvantage by reducing 
homelessness and increasing housing for people with disabilities 
 Improve the way PSAM delivers services, strengthening partnerships and 
building a sustainable business 
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 Help staff achieve excellence and satisfaction in the workplace by focusing on 
training and development and improving communication processes (Property 
Services and Asset Management, 2008). 
 
According to a manager at PSAM, the main work undertaken was purchasing land and 
new homes and demolishing, refurbishing and redeveloping homes. The division aimed 
to provide a safe home environment for people seeking public housing. This manager 
stated, We look at how to best use existing and new assets and land to maximise the 
benefits for all Victorians. 
 
The workforce issues 
PSAM comprised a team of residential and community building industry specialists. It 
was a collection of individuals with specific skills, including architects, draughtsmen, 
and civil mechanical and electrical engineers. Most managers commenced at a young age 
and progressed through the division to management level. Furthermore, due to the 
specific skills required at PSAM, many retired workers were re-employed as contract 
employees. This workforce structure presented employment problems for PSAM.  
 
The workforce issues discussed by the interviewees were categorised into three groups: 
 a long-term aging workforce 
 recruitment of younger workers 
 limited career options. 
 
The traditionally low employee turnover meant there was minimal opportunity at PSAM 
to recruit new workers. In addition, when PSAM advertised employment vacancies, they 
were often unable to attract young job applicants. The managers at PSAM reported in the 
interviews that attracting and retaining younger people at PSAM was difficult. There 
were only a few workers under the age of 40 and the youngest employee was 28. A 
manager commented, when asked about workforce issues in the division, A key one is 
accessing younger skilled workers for the dollars we offer for each relevant role.  
 
Interviewees agreed that recruiting younger workers was difficult because wages were 
much lower at PSAM than the industry average and younger workers had little interest in 
joining an older workforce. An interviewee claimed, Attracting people is difficult 
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because pay is modest. People in the private sector earn double. Another interviewee 
commented, Management are trying to recruit younger workers but they don’t want to 
work with older people. A different interviewee revealed, Younger people don’t want to 
work in this old crusty environment.  
 
The average age of workers at PSAM was 55 and some were over the age of 70. This 
presented two issues for PSAM. Firstly, a number of staff were retiring in the next five to 
10 years with very few continuing employees with the knowledge and skills to move into 
higher job positions, resulting in a skill gap. One interviewee stated, People have been 
here so long. There is a bank of knowledge that when they go it leaves a gap. Another 
interviewee suggested, When the baby boomers retire there will be an issue. A big void to 
fill. The Victorian public will be affected. A different interviewee offered a solution, If I 
was a manager I would get more young people and put them under senior people and not 
have so many contract workers.  
 
Secondly, managers found it difficult to keep long-term employees motivated and 
engaged in change. Staff were set in their ways and did not have the motivation to 
change. One manager had used training and development to keep employees interested in 
their work. This manager commented, The challenge is initially they have room to move 
but once at VPS5 [Victorian Public Service Grade 5] then opportunities drop off. This 
can create resentment and boredom. The way I have dealt with this is to encourage 
people to go onto relevant courses and seminars that reflect their industry. To get new 
ideas etc.  
 
There were limited career options at PSAM. The workforce was generally a flat line 
structure made up of a number of technical specialists graded as VPS Grade 2 to VPS 
Grade 5 depending on the level of skills required for the job. There were very few 
management, VPS Grade 6 and above positions. Initially employees had career growth to 
VPS Grade 5 but it was limited above this. One interviewee commented, I realised 
quickly that I would be a VPS5 for a long time. People in higher positions would be 
about 10 years away from retiring and they have nowhere to go. I could see people 
leaving because there is nowhere to move up. Another stated, You plateau at VPS5. 
There are only a couple of 6s in the place.  
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Managers at PSAM recognised that providing promotional opportunities was a problem 
and were trying to tackle succession planning. However, due to the specialist nature of 
each position and the limited management structure, this would remain an issue at PSAM 
for some time. One interviewee described the workforce structure as, It is like a pyramid 
structure. So if people don't get out from the top you are stuck. Another interviewee 
remarked, They go on about succession planning but I haven’t seen any results. People in 
my age group decide to go elsewhere in the next few years. A different interviewee 
stated, There were a few opportunities recently but when managers retired many came 
back as consultants. 
 
The combined effects of historically low employee turnover, a long-term aging 
workforce, the inability to attract younger workers and the lack of succession planning 
meant that the workforce at PSAM was stagnating and likely to face future skills 
shortages. These workforce issues may have influenced the type of training and 
development adopted by PSAM.  
 
The purpose of employer-provided training and development  
Interviewees mentioned three key reasons why employees at PSAM undertook training. 
Firstly, training was used to maintain individuals’ technical skills and keep abreast of the 
latest industry trends to improve their work outcomes. One interviewee stated, The 
purpose for training is to keep up with technological advances in the industry. 
Specifically to keep up to date with innovations in the fields. Another mentioned that The 
purpose of training is to be updated on work in the industry. There are constant changes 
in our industry. 
 
Secondly, training was used to improve employees’ qualifications and to prepare them 
for future positions. An interviewee commented that training was used for skill 
enhancement and for advancement at PSAM. Interviewees also mentioned that managers 
have been using training to broaden the skills of older workers and to keep them 
motivated. An interviewee proposed, The reason why they expect you to attend training 
courses as part of your performance and development plan is so that you don’t get in a 
rut and to broaden a bit. 
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Training and development formats 
Training activities were largely driven by the need to stay abreast of industry trends and 
meet the specialist technical requirements of the job. The training activities at PSAM 
were described as ‘internal training’ and ‘external training’. 
 
Internal training at PSAM was focused on induction and management. Training for 
employees between these stages was largely undertaken through external technical skills-
based courses. According to one interviewee, There are some courses run in-house, 
management and leadership training for VPS5 and above. I am a level 4, so this is a 
problem, as I have been excluded from this kind of training. 
 
New employees to PSAM commenced with induction training to learn about working at 
PSAM and DHS more broadly. Formal induction training was planned and conducted by 
DHS and on-the-job induction was arranged by the relevant PSAM manager. According 
to a manager at PSAM, when a new employee commences, they attend a general 
induction program organised through DHS, but once that induction is finished, people 
mostly access external training such as computer skills, project management and contract 
management courses.  
 
PSAM recently developed an in-house management course with a technical and further 
education (TAFE) provider. According to a manager, VPS5 and above employees were 
encouraged to attend the TAFE management course designed specifically by PSAM. One 
interviewee mentioned they had attended the management course and had developed vital 
skills they needed. This course was significant because the interviewee had just been 
appointed as a team leader and this was the first time the interviewee had managed staff. 
Another manager attended a leadership course developed for the team.  
 
Additional training was provided through small group sessions and general on-the-job 
sharing of experiences. Where possible, the division’s staff arranged for suppliers of new 
building technology or representatives of industry initiatives to speak at team meetings. 
A new employee commented, There is a bit of sharing of learning. For example, a forum 
we went to we came back and shared. People share their knowledge with me; on-the-job 
training is very generous so far. People are willing to share. Also the wider team have 
shared their knowledge. In addition to inviting suppliers to talk to groups of staff 
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internally, employees also regularly attended industry seminars, conferences and 
networking activities to increase their knowledge of industry and technical trends. A 
manager stated, Over two years everyone has been on at least two to three courses. They 
like going to industry workshops and seminars to increase their knowledge. One 
interviewee commented, I have been to Housing Industry Association courses, 
exhibitions. I attend these regularly.  
 
Public housing must comply with numerous state, local government and industry 
regulations. Hence, employees were expected to keep their registration certificates 
current and be up to date in their application of new regulations. For example, one 
interviewee attended professional development activities to maintain his architecture 
registration. According to one interviewee, there were constant changes in the building 
industry that they need to keep up to date with. This meant that employees at PSAM 
attend many external courses and seminars on regulation and compliance changes. One 
manager commented, People attend training that reflects changes in the industry so that 
they can put some of those skills into our buildings. A good example of this is fire 
services. We have got an excellent course called essential safe measures covering all fire 
service systems covering all our high rise buildings. It was introduced in 2000 and has 
progressed along. An interviewee expressed, On a rotating system we attend the same 
bushfire regulation training. All project managers had to go to the Building Commission 
training so we went over a period of time. 
 
Most employees were highly qualified in their specialist field but only few participated in 
further tertiary qualifications. One interviewee remarked, The department encourages us 
to upgrade our qualifications but it is difficult in today’s world of heavy schedules to 
meet deadlines. Interviewees also mentioned that people who participated in further 
studies were fully supported. One manager attended a government and business 
management diploma and then progressed to a Masters in Business Administration. The 
manager pointed out that the training costs were all funded by the department.  
 
How training and development needs are determined 
Training and development was largely determined on an as-needs basis. As a division, 
new technology or regulations in the building industry influenced the need for employees 
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to attend training seminars on new ways to manage public housing. An interviewee 
stated, There is specific work related training to our jobs that we all have to go to. 
 
Some training needs were also determined by smaller functional teams within the 
division through the team’s annual planning day sessions. At the interview, a manager 
mentioned that the staff had been together for a long time and tended to work narrowly 
within their own smaller teams. However, this manager encouraged staff to share their 
issues and experience at the wider divisional meetings. These teams also determined and 
arranged small group divisional learning activities. 
 
Managers and employees identified individual professional development needs through 
the performance and review process. It was mandated that each employee participate in 
at least two training and development activities per year. According to a manager at 
PSAM, The main way training needs are determined is through discussions at 
performance planning and development time. Because the workforce was mature and 
self-managing, they were often left to determine their own training needs. Most 
interviewees pointed out that they determined what they would like to attend, put in a 
request and their manager was responsible for approving the time and expenditure. 
 
Commitment to learning 
The team at PSAM worked autonomously with little supervision. One interviewee stated, 
The team is highly self-managing with no actual boss structure. Everyone does their own 
thing and are expected to be self-starters. This resulted in individual employees and the 
team being responsible for their learning. According to most of the interviewees, they 
were very much in control of what they were doing and were well supported to attend the 
courses they requested to attend. 
 
This mature workforce had a strong collegiality, with many interviewees commenting 
about long-term friendships. One interviewee described this environment, We all get 
along well together. We have worked as a team for a long time. Those new to PSAM also 
mentioned that this collegial group of staff were generous in sharing their learning and 
their knowledge by coaching new workers.  
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Although most interviewees felt there was generally a commitment to learning at PSAM, 
some expressed a concern about an inequitable distribution of training activities. The 
‘whole of division’ training focus on management and leadership training for job grades 
VPS5 and above, with exclusion of VPS4 participation, was mentioned as a resentment 
several times. An interviewee commented, Some training is kept under wraps. A VPS5 
training–bonding session. I think they went horse riding, at a country club and were 
pampered. Other interviewees also mentioned that some areas had very little training 
activity, while others appeared to consume the entire training budget. One interviewee 
mentioned, I think it is left to people with the squeaky wheel. A few people take the lot. A 
different interviewee stated, Some people make a career of going to courses. 
 
Factors influencing employee turnover 
PSAM had the lowest employee turnover at DHS in 2008. The rate was 3.8%. According 
to a manager at PSAM, this division historically had low employee turnover. The 
manager stated, Generally housing people stay for the long term. One reason for this was 
the camaraderie that had built up over the years. An interviewee commented, We have 
low employee turnover because we are a very pleasant group to work with – our branch 
in particular – there are about 20 of us and we all get on well together. We mind our 
business and go out together. We are all friends. 
 
There was concern that PSAM employee turnover was too low, not allowing for renewal 
in the division. Most interviewees discussed the need for PSAM to recruit and retain 
younger workers rather than consistently re-employing retired workers on fixed-term 
contracts. One interviewee pointed out that managers should look at this bottleneck and if 
people in senior positions were staying in the same job for too long, they should move 
them to alternative jobs and open up the position. As noted above, due to the need to fill 
skill gaps, when employees retired they were often re-employed on a contract basis. One 
interviewee stated, A lot of people come back. They retire and come back on contract. 
Recently one left on the Friday and came back on the Monday.  
 
There was some level of complacency, with interviewees reporting that most people 
stayed because they were not interested in employment in the high-pressure private 
sector. One interviewee commented, There is no temptation to go outside. Why put 
pressure on yourself if you are not young. I am doing it comfortably here. It is like a 
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sausage factory. Also according to a manager at PSAM, it took some time to progress 
your job career to VPS5 and by this time employees had accumulated sick leave and 
other benefits that were hard to relinquish. 
 
Other interviewees stayed because they derived satisfaction from the type of work they 
were doing. According to a manager at PSAM, workers were kept interested in their job 
because they could trial new innovations, such as wireless technology and new building 
materials. The building projects were tangible and workers could see the end product. 
Also many interviewees mentioned that the people they worked with genuinely cared 
about providing housing for people in need. 
 
People also stayed at PSAM for a combination of work conditions, such as flexible 
working arrangement, job security, support services and work–life balance. An 
interviewee stated, You can get more money in the private sector but you will not get the 
flexibility. For example there is a school holiday carer’s room. Another stated, I made a 
conscious choice to go from an industry that you bounced from job to job. It paid a lot 
more. I took about a 40% decrease in pay to come to the public service. However, it 
offered security for me. A place to retire. The hours are shorter and the life style good. 
All interviewees agreed that they stayed because they enjoyed their job and the people 
they work with. One interviewee remarked, People stay, it is easy and collegiality is 
strong. 
 
According to most of the interviewees, people left PSAM only when they got a better 
promotional offer elsewhere and were extremely frustrated with the lack of job 
opportunities. According to a manager at PSAM, there were very few opportunities 
above VPS5. One interviewee observed, I haven’t known very many at all to leave. We 
have had some leave recently; one to run his own business another to work in Local 
Government. 
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Embedded Case Six:  
Child Protection Division 
 
Organisation characteristics 
The Child Protection (CP) division employed an estimated 1580 staff who worked in the 
child protection network, which included families, the local community, community 
agencies and professional employees working with children, police and government, to 
keep children safe from harm.  
 
The purpose of the CP division was to ensure the safety and wellbeing of adolescents and 
children at risk of harm, abuse or neglect. The services provided by CP included: 
 investigation of child abuse  
 case management and support services for abused children and young people  
 placement prevention and support services  
 home-based and residential care  
 adoption and permanent care (including local adoption, intercountry adoption and 
adoption information and support services)  
 provision of advice to court  
 support services to assist clients in transition to family reunification or 
independent living.  
 
According to a manager at CP, their goal was to address the protection of the child within 
their setting by working towards family reunification or preservation. This manager 
described the day-to-day operations at CP as responding to reports of child abuse or 
neglect, investigating and substantiating these reports, organising family services if 
appropriate, and, if necessary, proceeding to a court application to place the child in a 
safer environment. The manager stated, We try reunification but if it is not safe to reunite 
then we seek long-term or permanent care outside of the family. 
 
The workforce issues 
The main workforce issues discussed by the interviewees reflected the reasons for high 
employee turnover at CP. One manager at CP stated, Keeping people that we invest a lot 
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of time and energy in terms of recruiting, training and developing and then to lose them, 
basically, this is our biggest issue as a workforce. However, in addition to the influences 
on and consequences of high turnover, other workforce issues discussed by the 
interviewees at CP were: 
 management skills 
 high workload and limited resources 
 the operating system (technology used to manage the administration of child 
protection cases). 
 
Due to high workloads and job-related demands, there was little time for training and 
development for supervisors, team leaders and managers. Managers mentioned that large 
case loads prohibit them from attending professional development programs designed to 
improve their management skills and supporting their staff with on-the-job training. One 
interviewee stated, My team leader is under a lot of pressure. A large case load as well 
as working with us. They need to convey what we are feeling at their team meetings. 
 
Managing under-performance was also identified as a workforce issue at CP. One 
manager stated, Managing under-performance. I think this is something I would say we 
have identified clearly in the last 2–3 years. We are dealing with this more effectively but 
still we have a long way to go. When you have staff who are under-performing it is a big 
challenge. 
  
According to the interviewees, the CP system in Victoria was quite different from the 
other Australian states and countries such as the United Kingdom and New Zealand, 
although Victoria had recently recruited many experienced child protection workers from 
these countries. Interviewees who were recruited from overseas described the Victorian 
Child Protection System as time-consuming and resource-intensive, particularly because 
of its reliance on the court system. One overseas interviewee stated, There is no support 
for doing the job we are hired to do. We were expected to hit the ground running because 
we had experience elsewhere. The case load is lower than I managed in New Zealand. I 
used to manage a high case load in a different context but I can’t manage my nine cases 
here because in the last five weeks I have had three days out of court. One manager 
admitted they didn’t have time to do quality support work. This manager said, We have 
an exorbitant amount of cases that we cannot cover. Even if we were fully staffed and at 
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capacity we would only be able to allocate 60%. Managers are therefore managing 
teams but also working on cases and end up managing crises and we are caught up in 
the court process. Feel pointless, not meaningful and not making a difference. 
 
As a consequence of time and resource restrictions, many interviewees felt their work 
was reactive rather than reflective. A manager stated, Team leaders are on the hop most 
of the time, reacting to decisions quickly all day every day and we want to slow them 
down and get them to stop and reflect on how and why they do things. To meet this 
challenge, CP coordinated regional forums with team leaders to look at ways to work in a 
more considered and reflective manner, rather than being reactive. 
 
Interviewees described the technology used to manage the administrative process of child 
protection as cumbersome and unreliable. This added to the inefficiency of workers and 
their inability to take on additional case loads. A manager at CP stated, The 
administration of the job is very burdensome and our operating system is convoluted and 
complicated. Many interviewees also commented that training for the operating system 
was inadequate. An interviewee noted, Maybe we needed more [training] on the 
computer system, which we never got. There is no manual for the computer system. There 
is an online help but it doesn’t have the functionality that we need. Managers therefore 
did not believe the information was reliable or credible.  
 
Perhaps the workforce issues raised by interviewees influenced the division’s specific 
training and development practices. For example, specific types of training and 
development may have been used to support managers and employees with high 
workloads to develop personal resilience and close the gap between work-related skills 
required at CP and those of the new recruits. 
 
The purpose of employer-provided training and development  
Training and development at CP was practical. Interviewees described the purpose of 
training and development as preparing employees to carry out their job and to understand 
the legislation and legal procedures for child protection workers. For example, one 
interviewee stated, Training is to prepare you to do your job in the context of the 
legislation. A different interviewee stated that the purpose of training was familiarising 
yourself with the Act and knowing what services are out there with regard to child abuse. 
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Other interviewees also said that training was undertaken to further develop child 
protection practitioner skills and to learn new practice methods and frameworks. One 
interviewee commented that training at CP was used to Relook at some of the theories 
and ways of practising that you use without thinking and looking at whether you should 
change that and look at new things that come out and marrying those together. Another 
interviewee mentioned that training and development was an opportunity to self-reflect. 
For example, the interviewer used this time to ask how work could be done differently or 
better. The interviewee stated, This is the bit that gets us to think about how we 
implement this new knowledge or skill. 
 
Training and development formats 
Training activities were largely determined by the legislative requirements for child 
protection workers. Training commenced with a mandatory orientation program and 
continued with further compulsory training at required stages of employment tenure for 
the first 12 to 18 months, after which training activities varied according to job functions 
and the regional areas where work was undertaken. 
 
All interviewees agreed there was little or no training available for child protection 
workers beyond the 12–18 month compulsory training. Most interviewees alleged this 
was due to time and resource problems. They observed that the nature of their work 
(keeping children safe) meant that it was difficult to justify the time to attend training and 
that due to the large investment in compulsory training there were limited funds to meet 
the needs of individual employees. A manager at CP stated, The capacity to offer training 
is hindered by the nature of the work and the fact that we have a fairly poor reserve base 
to start with. So the capacity to support training in a generous way is compromised by 
having to run a day-to-day business.  
 
Most training at CP was undertaken internally using in-house formal courses and on-the-
job learning. All interviewees mentioned they had completed an induction program 
called ‘Beginning Practice’ as a part of their initial orientation into the division. This was 
a seven-week program involving classroom training and on-the-job coaching with a 
designated ‘buddy’. The purpose of this training program was to familiarise participants 
with the child protection system and Victoria’s statutory requirements and to provide CP 
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employees with the skills and knowledge to undertake their work efficiently and safely. 
Other compulsory in-house short courses undertaken by all interviewees were sexual 
abuse training and youth trauma, family engagement and prevention of occupational 
violence. 
 
Interviewees also discussed three new training initiatives, a New Workers Group, 
Principal Practitioner Groups and a Diploma in Management for Child Protection. The 
New Workers Group was established in 2008 to support new employees in their first 12–
18 months of employment. A director at CP chaired a monthly meeting of the New 
Workers Group to discuss issues and share experiences. According to a manager, the 
meetings were also used by the director to get a sense about how people were feeling 
about their work. The meetings often involved a guest presenter on new initiatives and 
programs. A different senior manager mentioned, I meet with new staff every month. Fifty 
per cent is me telling them information. The second half is a training component where 
month to month they will identify what they want to hear about the following month. We 
will get someone in to help them out. It is a self-generating training process.  
 
The division employed Principal Practitioners with extensive experience in child 
protection work. A key role of Principal Practitioners was to facilitate reflective practice 
sessions for team leaders. For example, they identify themes for sessions on effective 
practice with a group of team leaders and discuss methods for dealing with particular 
sample cases.  
 
Also a new Diploma in Management for Child Protection workers was mentioned by 
interviewees, but it had not been initiated at the time of undertaking this study. A 
manager mentioned that the central CP learning and development unit was in the process 
of developing a Child Protection Management qualification to be administered by La 
Trobe University. This manager was not keen on being one of the first people to attend 
the training program. The manager remarked, I will let others be the guinea pig in the 
first year. 
 
There were also fortnightly team meetings and monthly regional meetings to pass on 
information and keep employees abreast of new developments. A manager stated, Every 
staff group has fortnightly meetings. Monthly forums and consultation forums for 
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different levels of staff. Some interviewees mentioned that these meetings were used for 
some training activities but they were usually treated as information sessions. Most 
interviewees commented that unit meetings could be utilised more for training. 
 
External training opportunities were limited, due to funding constraints and lack of time 
available for participants to attend external programs. According to a manager, There is 
only so much we can purchase externally and we are limited to what people can do if 
there are no back-fills and staff vacancies. A different manager noted, We always have 
an array of conferences and regional activities. Staff can nominate for that but the 
capacity to fund is limited. There is no training budget for that. Therefore CP was 
selective about the external training it would financially assist. It would fully fund 
prescribed programs such as scholarships for the Bouverie Family Therapy Program and 
selected nominees for the Australian and New Zealand School of Government executive 
management program.  
 
There was little evidence of participants undertaking external tertiary studies. These 
courses were not funded by CP but could be supported through study leave. A manager 
stated, We support unpaid study leave to various courses. A different manager noted, 
One person is doing a Graduate Certificate in Counselling. I don’t pay. She is doing this 
on her own choice. It is done as her own professional development interest. She did 
apply for payment of it but it comes out of program budget and wasn’t applied prior to 
going. It wasn’t approved. It was a big chunk of money. There is no one else doing 
external qualifications. 
 
Some interviewees also mentioned attending external courses and seminars with the 
Australian Association for Social Workers (AASW). However, only one interviewee was 
a member of the association, and child protection workers did not need to be a certified 
member or seek registration of this or any other association. Very few people attended 
AASW professional development activities because they did not directly relate to child 
protection work and the programs were considered expensive, with no budget allocated 
for this type of training activity. The AASW was not used by CP workers for networking 
purposes either. When asked at the interview if staff were members of an association, a 
manager commented, I don’t think they do. It is something that has dropped off. It was 
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more common 20 years ago. It is not something that the staff seek to do. It is not visible 
within the program. 
 
How training and development needs are determined 
Training and development at CP was managed by a central Learning and Development 
unit. The unit identified the training that all child protection workers must attend to work 
at CP. The first 12–18 months of a new employee’s tenure comprised compulsory 
training to meet regulation requirements and statutory obligations. After this time 
individual employees were largely responsible for identifying their own training and 
development, with assistance from their supervisors. A manager at CP stated, There are 
three ways training is determined. Some training is prescribed. Mandatory points at 
which training is expected so beginning practice occurs in the first seven weeks. There is 
transitionary training, transition to supervisor training, sexual abuse training and 
various modules recommended at discrete points in a staff member’s career. Running 
throughout the year are more optional programs. They are available to staff, depending 
on their interest. They vary from year to year as different priorities are decided. 
 
Outside the mandatory training determined by the Learning and Development unit, there 
was an expectation that supervisors should identify individual employees’ training needs 
through the annual Performance Review and Development Plan. A manager commented, 
Beyond the compulsory training, staff training should be identified, and is, but not with 
the rigour that is should be through the Performance Review and Development Plan 
process. We expect people will have the conversation annually and review bi-annually 
and talk about specific job requirements and whether the mandatory training has been 
offered.  
 
Experienced practitioners also identified their own training needs and were more self-
directed in sourcing and carrying out the training. One interviewee stated, Most of the 
time it [training] is identified by the supervisor or the team leader but the most skilled 
practitioners would identify this themselves. Another interviewee commented, I am an 
autonomous worker and I will organise how I can do it [training]. 
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Commitment to learning 
Training and development practices at CP were largely organised centrally and 
concentrated on preparing new employees for duties and obligations of child protection 
work. Most training was prescribed to meet the division’s targeted outcomes for child 
protection, leaving very little time or resources for individual or small-team development. 
According to a manager at CP, there was a commitment to learning when it was needed. 
This manager stated, I think that most staff are supported to undertake the job they are 
paid to do. But not a culture to support personal or individual development which may 
take them to another place. I would say this is discouraged. Another manager supported 
this approach by stating, There isn’t much time to focus on individual development. 
Training is not individually tailored. 
 
Some interviewees mentioned that new employees at CP would think there was a strong 
commitment to individual learning. This was because new employees were nurtured 
through compulsory programs and had a buddy and could belong to the New Workers 
Group. However, after about 12 months there was very little support or learning provided 
to ongoing employees at CP. According to most interviewees, beyond this point training 
was a low priority. An interviewee stated, The issue with training is that people are too 
busy to go. It is not a priority. We cancel because we have court, we have this, we have 
that. The workload that we have means training comes secondary.  
 
Managers were keen to develop a learning environment but were constrained by other 
more pressing priorities, particularly the crisis nature of their work, court obligations and 
a limited budget for individual development needs. One manager pointed out, We are 
really trying to embed a learning culture by having orientation and learning 
practitioners and take seriously the performance review and development process. All of 
those are reviewed by the regional director. We do have some budget issues in terms of 
external training but generally managers encourage training. Many interviewees felt 
that there was so much funding required for the Beginning Practice program that very 
few funds remained for other learning opportunities. It also appeared that budgets at the 
local level did not include resources for training and development. One interviewee 
revealed, There is a lot of emphasis on mandatory training and Beginning Practice. An 
amount of 20K – a huge investment … The Training and Development unit used to offer a 
lot of training but is only doing mandatory training now. 
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Factors influencing employee turnover 
CP had the highest employee turnover at DHS in 2008. The employee turnover rate was 
34.5%. A senior manager in Child Protection commented, Clearly the issue of staff 
retention is the most significant workforce issue in Child Protection. Most people leave 
between 12 months and three years. There were many complex factors influencing this 
high turnover rate. The interviews revealed that a combination of how new employees 
were recruited, a disparity between what people expected the job to entail and the actual 
work, and the credibility of CP workers in court influenced the high employee turnover at 
CP.  
 
Firstly, the recruitment strategy attracted a high proportion of female graduates aged 20–
25 with social work qualifications. Although the CP recruitment strategy was not 
explicitly targeted at new graduates, it mostly attracted graduates because the entrance 
wage and job grade were based on a new graduate or base employee pay scale. There was 
very little lateral entry into the workforce. When asked in the interview about mature-age 
employment entry, a manager commented, Limited: people apply where they have 
worked in other sectors and come in at base grade level. More limited than what we 
would like. The difficulty with this recruitment strategy was that new graduates were not 
prepared and lacked the life skills required for this complex job, which demands large 
workloads, sophisticated decision-making and personal resilience. A manager stated, 
New employees are generally people with first qualifications who have probably got 
limited life and work experience. They may have done one or two placements but that 
would be the extent of it. 
 
Most managers also spoke of the challenge to keep female employees once they started a 
family of their own. According to these managers, it is difficult both emotionally and 
physically to remain a child protection worker while being a parent.  
 
There is a disparity between what new employees at CP believed the job entailed and the 
reality of the work. All interviewees agreed that the main duties of a child protection 
worker at DHS were to investigate reports of child abuse and neglect and to source 
appropriate services to support the family and if necessary obtain a court order to have 
the child removed from the family and placed in relevant care facilities. However, most 
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new employees expected to be highly involved in applying social welfare therapies and 
giving counselling to families. This social welfare work was outsourced by DHS to an 
organisation called Child First. This therefore meant a large discrepancy in skills and job 
expectations, resulting in a number of people leaving CP soon after commencement. 
According to one interviewee who was leaving after just eight months with the division, I 
have no idea what my job is. There is a job description in terms of what you apply for 
and competencies listed. None of those line up with the job you end up doing. 
 
Secondly, the nature of the work itself was a factor influencing high employee turnover. 
The majority of interviewees explained their day-to-day work as operating reactively in 
crisis mode, with high work (case) loads and 70% of their working day spent in court. 
They described the system in which they work as bureaucratic, administratively 
burdensome and adversarial. According to interviewees, this meant that employees were 
exhausted in just two to three years and consequently quit. 
 
The final factor influencing high employee turnover at CP was the personal treatment CP 
workers received in court. All interviewees commented that they were not considered 
credible or respected by other professionals in court. A senior manager cited that one of 
the key reasons people quit was the poor image and perception of child protection 
workers in the courts and in the media and amongst other professionals. Employees who 
were not resilient or quick to recover from this treatment left CP. The combination of 
these factors contributed to the high employee turnover and additional workforce issues 
at CP. 
 
In summary, interviewees indicated that people left CP because of the adversarial 
treatment employees received in court, coupled with the discrepancy in their expectations 
of the job and the actual job, with one manager supporting this from exit surveys, which 
indicated that people left because of their poor relationship with the court and a work 
load that was considered unmanageable. According to a manager at CP, The most 
common reason is one of workload, a view that the workload is completely unwieldy and 
inappropriate for the levels of experience so most people will leave with a sense of 
dissatisfaction that the job was not achievable. A different manager stated, People who 
haven’t done this [child protection work], their thoughts about the job and reality are 
different. If they have an understanding they stay. 
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Interviewees who stayed at CP concurred that the motivating factor keeping them at CP 
was the friendships they had maintained from the time they started working at CP. These 
interviewees commenced working at CP with a supportive group of senior practitioners, 
in smaller offices, with smaller teams. One interviewee stated, when asked what had kept 
her there, replied, My history. When I started, I started with a very supportive group. I 
still have a lot of friendships from there. Some of the people I started off with are still in 
the department. 
 
Other interviewees said they stayed because they had a variety of job opportunities 
during their tenure. They had worked in a number of jobs within CP and not just as a 
child protection worker on the front line. One interviewee who had worked for over 17 
years at CP stated, There were times I thought I couldn’t do that anymore. When that 
happens I move around the department. Work in town. Had children. Rejuvenated and 
refreshed. I have been back in the region for nearly two years. There were times I was 
itching to get back. I stayed because I had the opportunity to come and go. Another 
interviewee stated, If you stay in the same position too long, it gets too much. People who 
have been here a long time have moved into different areas of child protection. This is a 
part of the stimulation that different training could provide. 
 
A manager felt that if more employees joined at lower job grades and progressed their 
way to child protection work, then they would be more likely to stay because they would 
clearly understand the job they were applying for. This manager mentioned that staff who 
commenced at CP as a Grade One administrative worker with a Certificate IV in 
Childcare and continued to obtain higher qualifications slowly as they progressed 
through their tenure tended to stay. This, the manager explained, was because they have 
worked in the area of child protection and given the opportunity to develop slowly with 
support, they can reflect on their opportunity [to apply for a child protection job]. How 
they learn their work is also by the nature of the business while they study. Their work 
experience with their training and then a conscious decision to apply for child protection 
position holds them in good stead.  
 
When interviewees who planned to leave CP were asked whether training would have 
assisted them in staying, many said yes. They commented that they would like training 
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and development at all stages of their career. Others mentioned they would like more 
specific training such as court and cultural awareness training. An interviewee stated, The 
new graduates have been a year or two years and within their second and third years 
they start thinking I am done and start looking elsewhere and if there was a higher level 
of support and training and development of your professional career within your role 
here then I think they would stay longer and more people might want to take the job. 
 
The case study’s contribution to the research question 
DHS as a case study contributed to all research questions. The relevance of DHS in 
answering the original research question, Is there a relationship between training and 
development and employee turnover? is summarised for each sub-question. There was a 
large variance in employee turnover between the division with low employee turnover 
and the division with high employee turnover at DHS. The lowest was PSAM with 3.8% 
and the highest was CP with 34.5%.  
 
What are the models of training and development in the divisions? 
Two different models of training and development were utilised by the divisions in this 
case study. The division with the lowest employee turnover (PSAM) had a team-focused 
training and development model and the division with the highest employee turnover 
(CP) had a training and development model focused on organisational capability. In 
looking at the elements that make up the various models of training and development the 
following was identified. 
 
The purpose of employer-provided training and development 
The key drivers for investing in training and development at PSAM and CP were 
different. At PSAM training and development was influenced by the need to improve 
project outcomes by maintaining employees’ technical skills and keeping up to date with 
industry trends; CP on the other hand had an imposed organisation requirement to train 
employees in the legislative obligations and legal procedures needed to carry out their 
duties.  
 
Formats for employer-provided training and development 
The formats used for delivering training and development at PSAM and CP also varied. 
At PSAM the training activities were mainly informal and undertaken as a team 
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internally – generally small group sessions over lunch. PSAM employees also attended 
professional association seminars and courses, often in groups, to keep informed of new 
industry standards and to maintain their certification. There was also generous on-the-job 
knowledge sharing at PSAM. 
 
In contrast, the formats used at CP were formal and undertaken in-house by contracted 
training providers and usually involved attending formal workshops. Most training 
activities were prescribed by the CP Learning and Development unit and undertaken in 
the employee’s first 12–18 months of employment. The managers at CP were seeking 
new ways to curb the high employee turnover by experimenting with alternative training 
formats. Some very limited training activities were undertaken at staff meetings and team 
leader reflective sessions facilitated by Principal Practitioners. The high workload and 
staff shortages have inhibited the number of occasions that these new formats could be 
used. 
 
How training and development needs are determined 
The training was determined on an as-needs basis at PSAM and governed by changes in 
technology, industrial design and building regulations. In contrast, training was highly 
planned and determined centrally by CP’s Learning and Development unit and was 
largely mandated by statutory obligations. 
 
Commitment to learning 
Both divisions were somewhat committed to learning; however, PSAM had a more 
flexible approach to accessing learning. This was because most employees at PSAM 
were highly professional and had worked in the division for a number of years; therefore, 
they only attended training as the need arose. CP was committed to learning but only as 
far as it needed to meet the organisation’s statutory obligations. The high employee 
turnover at CP meant that the commitment to learning was focused on constantly training 
new employees, leaving little commitment to further employer-provided training and 
development at other stages of an employee’s career. 
 
In summary, the model of training and development at PSAM was focused on team 
training and development requirements to meet project outcomes and largely used 
informal group-training formats for training and development. The highly professional 
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teams managed and coordinated their training and development requirements. The model 
of training and development at CP placed emphasis on the organisation’s obligations to 
meet statutory requirements for training employees; the training formats were therefore 
mainly formal courses and the model of training and development was centrally 
organised. 
 
How do organisation and employment characteristics influence the various models of 
training and development? 
In this case study, organisation characteristics, such as size and industry may have 
influenced the model of training and development adopted by the divisions. The 
unplanned nature of PSAM training may be associated with ad hoc changes to building 
industry standards and products, whereas the rigid statutory obligations of the child 
protection system may have imposed a compulsory model of training and development. 
 
The long-term low employee turnover at PSAM had produced an aging workforce. 
Minimal employment vacancies over time meant there were limited opportunities for the 
division to recruit younger workers. This mature workforce in all probability influenced 
the adoption of a training and development model that was self-managed by the team of 
experienced professionals, who recognise the need to remain up to date with industry 
trends and standards.  
 
In contrast, the high employee turnover at CP had produced a younger workforce. The 
constant need to recruit and train new employees, who were often tertiary graduates, 
appeared to have influenced the need for a model of training and development that was 
centrally organised so that the organisation met its legislative and regulation 
requirements. 
 
Do the various training and development models have a differential impact on 
employee turnover? 
The training and development models contributed to the pre-existing knowledge about 
the relationship between training and development and employee turnover as identified in 
Table 2-4 in a number of ways. Firstly, although both models of training and 
development focused on industry transferable skills, there was conflicting support for the 
proposition that transferable general training increased mobility. For example, at CP 
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employees often quit for employment with alternative employers in the child welfare 
industry, thereby supporting human capital theory’s assumption that general training 
increased employees’ mobility (Becker, 1993). In contrast, most training at PSAM was 
also general industry training, but there was no evidence of employees being more 
mobile as a result of receiving training in transferable skills. Therefore other work-related 
factors may have had a stronger influence on employee turnover at PSAM. 
 
Secondly, the emphasis on organisational induction training and development at CP may 
have impacted on the high level of employee turnover through low levels of commitment 
and job satisfaction further into their employment. Once employees had received the 
mandatory induction training, there was little or no ongoing training and development 
provided to employees, either individually or as a team. This may have encouraged high 
employee turnover by contributing to a lack of organisational commitment and job and 
supervisor dissatisfaction (Boslie et al., 2003; Chew & Chan, 2006; Guest et al., 2003; 
Winterton, 2004). On the other hand, at PSAM, employee involvement in determining 
and organising training at all stages of their employment may have encouraged 
organisational commitment and job satisfaction. In addition, at PSAM most training was 
undertaken with colleagues, thereby nurturing co-worker satisfaction. It was this 
satisfaction that was more likely to lower employee turnover (Felps et al., 2009). 
 
Finally, there was little evidence to support the assumption that the mere pursuit of a 
commitment to learning ensured a reduction in employee turnover. However, this case 
study may suggest there was a relationship between the type of commitment to learning 
described in the various models of training and development and employee turnover. 
Employees at CP described the organisation as being strongly committed to 
organisational training obligations but it had little regard for individual employee 
development. This type of commitment to learning may have impacted on employee 
turnover by increasing job dissatisfaction and, in turn, the probability of employees 
actually quitting. The team commitment to learning at PSAM may have also contributed 
to co-worker satisfaction which, as mentioned earlier, was likely to lower employee 
turnover. 
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Summary 
The Department of Human Services employed around 12,000 staff including employees 
working in youth justice, child adoption, child protection, disability services, homeless 
support and public housing. The employee turnover varied at DHS with the lowest 
turnover being 3.8% at Property Services and Asset Management and the highest 
turnover being 34.5% at Child Protection. 
 
Employer-provided training and development arrangements at DHS were largely 
decentralised and driven by improving technical skills and keeping abreast of industry 
trends at PSAM and legislative obligations and procedures at CP. These drivers for 
training and development may have influenced the formats used to undertake learning in 
the divisions. PSAM used informal internal group sessions and professional association 
courses, whereas CP arranged formal in-house prescribed learning to meet statutory 
obligations with little training beyond these courses. 
 
The support for propositions concerning the relationship between training and 
development and employee turnover were complex in this case study. Unlike the 
previous case studies there was little support for human capital theory’s assumptions 
suggesting that other work related factors had a stronger influence on employee turnover. 
This study suggests that in the case of CP where there was little training beyond the 
mandatory induction courses that this may have contributed to the lack of commitment to 
the organisation and low job satisfaction, resulting in increased employee turnover 
(Boslie et al., 2003). In the case of PSAM most training was undertaken with colleagues 
contributing to better co-worker satisfaction which is likely to lower employee turnover 
(Felps et al., 2009). 
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Chapter 7: Cross-Case Analysis 
Introduction 
The cross-case analysis is based on the analytical data map displayed in Appendix 4 and 
discussed in the research design chapter. The map applies the main headings used in the 
development of the embedded case studies to help identify patterns and emerging themes 
across the large amount of data collected and presented in each embedded case study 
(division). This chapter explores the similarities and differences between each embedded 
case and reflects on the theoretical context discussed in the literature review. The cross-
case analysis uses existing theories and propositions as the framework by which the data 
are reviewed.  
 
The literature suggests a number of independent variables such as personal characteristics 
(age, gender, marital status, tenure, ethnicity and education), work-related factors (job 
security, job satisfaction, organisational commitment and interesting work) and 
perceptions of external factors (availability of alternative jobs) as important predictors of 
employee turnover (Cotton & Tuttle, 1986; Griffeth et al., 2000; Mobley et al., 1979; 
Porter & Steers, 1973). It was noted that empirical studies largely ignore training and 
development amongst other employment practices as having an impact on employee 
turnover. This study therefore attempts to reduce this gap by exploring the relationship 
between employer-provided training and development and employee turnover. 
 
The cross-case analysis is presented in sections that align with the bodies of knowledge 
discussed in the literature review, commencing with a discussion of employer-provided 
training and development models across each embedded case. The training and 
development models include the purpose and format of employer-provided training and 
development, along with how training needs are determined and the commitment to 
learning in each division. The literature review suggests that employer-provided training 
and development practices are influenced by organisation and employment 
characteristics. This analysis addresses how these characteristics influence the various 
training and development models adopted in the embedded case studies. The chapter then 
compares the employee turnover rates of the embedded case studies and reviews the 
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factors influencing employee turnover across the each embedded case. The final section 
concludes by correlating section one, the various training and development models, with 
section two, employee turnover outcomes (including employee turnover rate and the 
reasons why people stay or leave each division), to explore whether various training and 
development models have a differential impact on employee turnover. The cross-case 
analysis is presented in three sections as follows: 
 
Section One:  How various training and development models are adopted  
Section Two:  Employee turnover outcomes across the embedded cases 
Section Three:  Various training and development models and their differential 
impact on employee turnover 
 
In this chapter the patterns that emerge across the six embedded cases are discussed, 
constructed into a matrix and reviewed against the research questions. A summary of the 
cross-case analysis concludes this chapter. A synthesis with the literature, the research’s 
potential management application and suggestions for extending current research 
propositions are discussed further in the concluding chapter, along with the limitations of 
the study.  
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Section One: 
How various training and development models are adopted 
In this study employer-provided training and development includes all forms of planned 
and ad hoc skill and knowledge acquisition, including formal and informal training 
arrangements, as well as accredited and unaccredited training methods. The literature 
review suggests that models of employer-provided training and development are 
determined by the organisation’s purpose for training and development, the format used 
for training and development, how training and development needs are identified and the 
commitment to learning in the organisation. An overview of the literature and construct 
of training and development models is illustrated in Table 2-2, in the literature review. 
 
Section one commences with a discussion of the context in which employer-provided 
training and development is carried out in each division to determine whether the 
organisation and employment characteristics influence the training and development 
models adopted. This section then describes the purpose and format of training and 
development and how training needs are determined and concludes with a discussion on 
the type of commitment to learning in each division. The purpose of comparing 
employer-provided training and development models across each division is to explore 
how these models might have a differential impact on employee turnover. 
 
The context for the training and development models of the embedded case studies 
In this section the context for the embedded case studies’ training and development 
models is discussed and then considered to determine how the context influences the 
models adopted. The context includes organisation and employment characteristics such 
as the industry sector, the size of the divisions, operational functions, workforce 
demographics, as well as workforce issues. 
 
The organisation and employment characteristics are investigated to enable the training 
and development arrangements of each of the case study units to be contrasted within the 
context or setting in which the training and development models are adopted. The context 
in which the embedded cases are studied is central to explaining the reasons why cases 
are similar or different (Yin, 2003; Stake, 1995). Empirical evidence identifies a number 
of organisation and employment characteristics likely to influence the amount and type 
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of training and development. These are discussed in detail in the literature review chapter 
and applied to the analysis.  
 
The embedded case studies are divisions of the Victorian Public Service departments. 
These departments provide services to the public, develop and implement policies, build 
and maintain physical and social infrastructure and manage state finances (State Services 
Authority, 2009a). The three departments and six divisions operate across several 
industry segments, including finance, community services and infrastructure. This study 
found that the embedded case studies have similarities and differences in organisational 
and employment characteristics as well as unique workforce issues and human resource 
management arrangements. The embedded cases are compared by discussing the 
divisions’ similarities and differences in organisation and employment characteristics as 
well as their unique workforce issues and human resource management arrangements. 
 
In identifying and discussing the context in which training and development models are 
adopted across the divisions, the study indicates that Budget and Financial Management 
(BFM) division and the Economic and Financial Policy (EFP) division have similar 
organisation and employment characteristics. Both embedded cases are considered 
medium-sized organisations of a central department (Department of Treasury and 
Finance) with approximately 200 employees in each division. These divisions provide 
internal financial services to the State Government and other Victorian Public Service 
departments. Both BFM and EFP have a young professional and educated workforce 
recruited mainly via a graduate training program and many employees in these two 
divisions are part-time females with families, requiring flexible work arrangements.  
 
These divisions not only have similar organisation and employment characteristics but 
also similar workforce issues and human resource management arrangements. BFM and 
EFP employees and managers identified attracting and retaining skilled workers, skills 
shortages and labour market competition as key workforce issues.  
 
Because training and development is organised by the human resource management 
(HRM) function, the nature of the human resources management arrangements is 
considered to determine whether it influences the models of training and development 
adopted. At both BFM and EFP a small team organises their human resource 
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management requirements. There are eight full-time equivalent staff, with a ratio of one 
HRM staff member to every 75 employees. Most employment arrangements, including 
training and development, are therefore decentralised to the divisions. The staff in the 
central HRM function that supports these two divisions describe their role as providing 
consultative advice on people management to the divisions. 
 
Two other embedded cases have similar organisation and employment characteristics: 
Urban Development (UD) and Property Services and Asset Management (PSAM). Both 
divisions are considered small organisations of operational departments (Department of 
Planning and Community Development and Department of Human Services respectively) 
with approximately 75 employees in each division. These divisions provide policy, 
programs and regulation for the wider community. Both divisions aim to improve living 
conditions in Victoria. UD is responsible for planning, recreation and community 
facilities, whereas PSAM maintains government property assets, such as public housing. 
These divisions have an older, mainly male full-time workforce. They recruit 
experienced contractors, project managers and technical specialists, such as architects, 
urban planners, draughtsman and surveyors. Neither UD nor PSAM recruits graduates or 
apprentices.  
 
Although these two divisions have similar organisation and employment characteristics, 
they have differing workforce issues and human resource management arrangements. At 
UD their labour resources are attached to projects, leaving staff exposed to redundancy at 
the completion of a project and UD also confronts external labour market constraints in a 
rapidly growing business. PSAM, on the other hand, is an older established work division 
with mostly permanent full-time employees in combination with retired workers who are 
re-employed on a contract basis. Their issues are a long-term aging workforce, attracting 
younger workers and limited career options. Under these circumstances the division 
relies on an internal labour market for promoting employees to higher positions.  
 
The human resource management arrangements for these two divisions also vary widely. 
UD, as a division of the Department of Planning and Community Development, has 
access to the largest number of HRM staff with approximately 15 full-time equivalent 
staff and a ratio of one full-time HRM staff member to approximately 100 departmental 
employees. This HRM function has strong central control over the division’s 
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employment arrangements, including training and development. By contrast, PSAM’s 
governing HRM function at the Department of Human Services is small with only eight 
full-time equivalent staff and a ratio of one HRM staff member for every 1500 DHS 
employees. Consequently, the central HRM function that influences PSAM plays only a 
strategic role in the operational human resource management arrangements, with training 
and development being decentralised to the divisions.  
 
The final two embedded cases, Child Protection (CP) and Corporate and Organisational 
Development and Communications (CODC) have unique organisation and employment 
characteristics, as well as unique workforce issues and human resource management 
arrangements.  
 
CP is a large operational division of the Department of Human Services (DHS), with 
over 1580 employees responsible for keeping children in Victoria safe. This division 
employs mainly a young female full-time workforce with work experience of about two 
to three years. A number of people are recruited from similar organisations overseas and 
undergo intensive training in regulation and statutory obligations for the Victorian child 
projection system. Due to the pressures of the job and a young, mobile workforce, there 
is high employee turnover, which means that CP finds that attracting and retaining skilled 
workers to be key workforce issues.  
 
Human resource management arrangements in CP are organised within a central 
function, which is focused on only strategic human resource management, with 
operational training and development arrangements decentralised to the various 
divisions, including CP.  
 
CODC is also unique in that it is an internal corporate services function for one of the 
departments, DPCD. It provides human resource, finance and technology support for the 
organisation. This division has a variety of professional occupations, ages, and levels of 
expertise across finance, human resources, information technology and communication. 
CODC often appoints people of varying gender, age and experience through internal 
transfers within the department. This division has undergone significant changes, firstly 
as a newly established division and then as a division of a recently merged department, 
resulting in low staff satisfaction. Labour market competition is a concern at CODC, with 
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finance and information technology staff leaving for greater remuneration and promotion 
opportunities in the market.  
 
CDOC division operates within a department where the human resource management 
function has tight control over people-management activities. The study finds that the 
HRM function possesses the most operational influence by centrally managing and 
coordinating training and development. 
 
This section of the cross-case analysis outlined the context for training and development 
across the embedded cases to determine whether the setting determines the training and 
development models adopted and, by extension, whether similar different settings 
determine similar models. A summary of the context that influences the adoption of the 
training and development models in the embedded case studies is provided in Table 7-1.  
 
Table 7-1: Summary of the context for training and development across the embedded case 
studies 
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The literature review highlighted a number of research propositions concerning the 
influence of organisation and employment characteristics on employer-provided training 
and development. For example, the literature suggests that larger organisations, as well as 
the public sector and the finance industry provide more training than smaller 
organisations and the manufacturing industry (Booth, 1991; Lynch & Black, 1995). 
   161 
Moreover, a youthful workforce receives more training (Booth, 1991; Green, 1991; 
Watson, 2008) and women with children are less likely to receive training (Blundell et 
al., 1996). Some studies also suggest that there is a rising trend for professional women 
to participate in workplace training (Stern et al., 2004) and that casuals and part-time 
workers have fewer training opportunities (Australian Bureau of Statistics, 2009; 
Felstead, et al., 2010). Finally, the literature review finds that employees with higher 
education and professional occupations are more likely to receive training (Blundell et 
al., 1996; Felstead, et al., 2010; Lynch & Black, 1995; Osterman, 1995; Watson, 2008).  
 
These research propositions emphasise the relationship between organisation and 
employment characteristics and the amount of training and development received by 
individual employees, although these propositions fail to address the relationship 
between organisation and employment characteristics and how models of training and 
development emerge. 
 
In this cross-case analysis there is no evidence that organisation and employment 
characteristics influence the amount of training undertaken by individual employees in 
the Victorian Public Service. This is because the VPS is governed by access and equity 
employment policies. A key human resource management policy is to use training as a 
means of retaining high-quality staff and promoting positive work relationships, the 
acceptance of diversity and fair practices (State Services Authority, 2010). 
 
This study does however find that the organisation and employment characteristics, 
together with workforce issues and human resource management arrangements, influence 
the training and development model adopted in the embedded case studies. The training 
and development models adopted by the VPS are determined by: 
 the purpose of employer-provided training and development  
 the format of the training and development activities undertaken  
 how training and development needs are identified 
 the type of commitment to learning.  
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The purpose of employer-provided training and development  
The literature review suggests there are two main purposes for employer-provided 
training and development. These are individual development and organisational 
development, and both are influenced by a number of internal and external drivers. When 
the purpose of training and development is individual development, the drivers of 
training include maintaining vocational certification and professional standards, 
improving job performance, improving productivity, succession planning and building 
commitment to the organisation (Bartel, 1995; Bishop, 1990; Felstead et al., 1999; 
Ichniowski et al., 1997). When the purpose of training is organisational development, the 
drivers of training include connecting training to the business strategy, improving 
organisational capability, improving efficiency, complying with regulation, facilitating 
workforce change, being an employer of choice and competing in the labour market 
(Smith et al., 2009; Cully, 2005). This study finds similar internal and external drivers 
influencing the purpose of training and development in the embedded case studies. 
 
The study finds that the purpose of training is individual development in two embedded 
case studies – Budget and Financial Management (BFM) and Economic and Financial 
Policy (EFP) divisions. These two divisions aim to build individual skills and prepare 
individual employees for career opportunities, with the training arrangements for this 
young flexible workforce aiming to equip employees with technical skills that will 
improve their performance in their immediate job. To overcome skill shortages and 
attraction and retention issues in this competitive labour market, training and 
development arrangements also prepare graduate recruits for future career opportunities. 
These embedded case studies adopt individual development because they have a large 
number of young graduates and skill shortages, and experience tight labour market 
conditions.  
 
By contrast, the purpose of training and development at Corporate and Organisational 
Development and Communications and Child Protection divisions is organisational 
development aimed at building capabilities to achieve organisational outcomes and to 
meet public sector statutory requirements. Most training and development in these 
divisions is prescribed and mandatory. However, although the purpose of training and 
development in these divisions is organisational development, in each division this is 
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influenced by different employment characteristics and workforce issues. At CP, training 
and development prepares employees to carry out the duties of their job and to 
understand the legislation and legal procedures for child protection workers. CP operates 
in a highly regulated environment where training prepares employees for the legislative 
and legal obligations of the organisation. Gospel and Lewis (2010) in their study of 
regulatory training in the social care sector described this approach to training as 
interventionist. Organisational development at CODC is also an interventionist approach 
but driven by organisational change caused by the establishment of a new government 
department and amalgamation with an existing department. Because CODC is the 
corporate services function responsible for providing and managing the resources for the 
newly created and merged department, it is also responsible for leading the development 
of organisational capability and is therefore also driving organisational development.  
 
The purposes of training and development at Urban Development and Property Services 
and Asset Management appear to be neither individual nor organisational development, 
as suggested in the literature review. These divisions reveal a third purpose of training 
and development – team development. Team development is driven by autonomous 
groups of employees working towards common project goals. Training and development 
in these divisions is determined and managed by the team members. At UD team 
development is used to raise the professional capability of the whole team, and the 
significance placed on training and development for the team at UD is demonstrated by 
the employment of a team training coordinator. The purpose of training and development 
at PSAM is also team development, but the purpose is influenced by a different set of 
factors. The key driver of training and development at PSAM is the expectation that, as a 
government agency, the employees will keep abreast of industry trends and standards to 
improve project outcomes. This study also finds that the purpose of training at PSAM is 
influenced by its employment characteristics. Groups of employees in this mature, highly 
technical and established workforce arrange their own training to maintain their 
professional competence. 
 
Summary 
This analysis finds that the purpose of training and development is influenced by the 
context in which each embedded case study carries out training and development. This 
context determines whether the purpose of employer-provided training and development 
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falls into the categories of individual, organisational or team development. The literature 
discusses individual and organisational development but this study suggests there is a 
third purpose of training and development – team development.  
 
The analysis finds that employers are likely to choose individual development as their 
key purpose of training and development if they recruit largely young professional 
graduates and upskilling current workers in a labour market of skill shortages is a 
workforce issue. Team development is influenced by a work environment that requires 
groups of workers to meet team project outcomes, and keeping abreast of industry trends 
is vital to meeting team goals. Finally, the purpose of training is likely to be for 
organisational development purposes when the context of training is a setting of 
organisation change or a highly regulated environment. The relationship between the 
context for training and development and the purpose of training and development in 
each embedded case study is illustrated in Table 7-2.  
 
Table 7-2: Relationship between the context and the purpose of training and development 
in the embedded case studies 
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The formats for training and development used in the embedded case studies 
A number of training delivery structures and methods are commonly used by 
organisations. The training structures are generally categorised as formal, informal, 
accredited and unaccredited, and can be undertaken internal or external to the 
organisation (Cully, 2005). Common methods identified in the literature include external 
courses, vocational qualifications, self-directed learning, learning circles, in-house 
workplace training, formal internal training, informal coaching, informal instruction, job 
rotation (European Commission, 2000; UK Commission for Employment and Skills, 
2010; Ridoutt et al., 2002). It is this combination of structures and methods that shapes 
the format for training and development. 
 
This study finds that the format for training and development in the VPS is linked to the 
purpose of employer-provided training and development. Therefore this study explores 
the similar and contrasting training and development formats, using three categories for 
the purpose of training and development – individual development, team development 
and organisational development. 
 
Individual development 
When the purpose of training and development is individual development, this study 
finds that training is mainly generalist, professionally directed and undertaken 
independently. For example, employees at BFM and EFP, utilising a generous study 
assistance policy, primarily undertake further formal accredited studies completed 
externally at a university. Because employees are expected to maintain their professional 
accreditation, these divisions also fund employees to attend training activities provided 
by their professional association. When the purpose is individual development there is 
little evidence of internal formal training but some evidence of informal on-the-job 
training, nevertheless, training is rarely undertaken as a team or whole division. For 
example, at BFM and EFP individual development is available on the job through 
employees requesting to work on specific projects. For these projects, individuals come 
together from all parts of the organisation for the specific time required to undertake the 
project; this training format is thus more suited to developing individual skill gaps than 
team capability.  
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Team development 
When the purpose of training and development is team development, the training formats 
are largely formal and include the whole team or smaller groups. For example, UD and 
PSAM training programs are designed and implemented specifically to enhance the 
team’s capability. In contrast to the aims for individual development, the teams together 
plan training that will meet the capabilities the teams require to meet their project 
outcomes. 
 
The study finds that the training formats at both UD and PSAM are a combination of 
internal formal team workshops and external group training, which is used for 
behavioural, technical, industry and management skill development. To meet these skill 
gaps, UD and PSAM employees attend external industry and professional association 
seminars and events to develop their networks and to identify industry trends. As part of 
training and development the employees also organise internal unaccredited short courses 
for the team to attend as a whole group. Unlike the divisions that focus on individual 
development very few staff undertake further qualifications. This is due to employees 
being recruited for their highly specialised technical skills to projects at a mature age. 
When the purpose of training is team development, there is also evidence of informal 
team seminars. Both PSAM and UD conduct informal lunchtime seminars with staff and 
industry guest speakers. In these divisions employees arrange for suppliers of new 
building technology or representatives from industry initiatives to speak at team 
meetings. Other training formats used for team development are small group sessions and 
general on-the-job sharing of experiences.  
 
Other unique training and development formats used at UD include the recruitment of 
contracting consultants into the division, visits to colleagues in other Australian states 
and overseas and introducing ‘secondees’ from the private sector and other government 
departments to coach and mentor the team.  
 
Organisational development 
When the purpose of training and development is organisational development, training is 
largely organisation-specific and carried out using internal short courses and on-the-job 
training. This study finds that the format for training and development in these divisions 
is driven by a compulsory calendar of internal unaccredited short courses, commencing 
   167 
with orientation and then mandated at specific stages of employment tenure. There is also 
some evidence of on-the-job formal training programs. For example, at CODC 
employees participate in an extensive in-house workshop-based induction course that 
imparts the organisation’s values, while managers undertake an internal on-the-job 
management program aimed at directing the organisation’s objectives. At CP it is 
mandatory for all new employees to participate in an intensive 12-month New Workers 
program aimed at meeting the organisation’s statutory obligations. These employees 
must then attend monthly Principal Practitioner Learning Group forums to keep abreast 
of the latest regulations. CP has also developed an internal Diploma in Management for 
Child Protection. It is intended that all managers will participate in this program.  
The divisions that focus on organisational development use training formats influenced 
by the need to meet organisational objectives such as cultural change and statutory 
obligations. These divisions create and implement training programs centrally and 
attendance is compulsory to meet the organisation’s objectives and legal requirements.  
This study finds that, when the purpose of training and development is organisational 
development, there is little evidence that employees participate in external training 
courses and only a small number of employees undertake formal tertiary studies. This is 
likely to be a consequence of allocating training resources to developing internal 
organisation-specific training and development, with limited funds remaining to support 
employee participation in external tertiary studies.  
Summary 
The analysis of the formats for training and development delivery suggests that, when the 
purpose of training is individual development, training is undertaken as an individual, the 
content is general, the format is formal and the method is external accredited short 
courses or qualifications. When the purpose of training is team development, training is 
undertaken as a team, the content is specific to the team, the format is both formal and 
informal and the method is a mix of internal and external unaccredited short courses and 
on-the-job knowledge sharing. Finally, when the purpose of training and development is 
organisational development, training is undertaken as an organisation, the content is 
organisation-specific, the format is both formal and informal and the method is generally 
internal unaccredited short courses. The relationship between the context and purpose for 
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training and development, and training and development formats is illustrated in Table 7-
3. 
Table 7-3: Relationship between the context, purpose and formats for training and 
development in the embedded case studies 
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How training and development needs are determined  
The data collection reveals a number of ways by which training and development needs 
and applicable formats are determined. One of the common tools used by the divisions to 
determine the need for and format of training and development is the employee 
performance review process. During this process managers and employees ascertain 
whether the employee requires specific training to fill performance gaps or general 
training for enhanced career opportunities. Also divisions determine training and 
development arrangements centrally at a senior executive level. In some cases these 
central decisions determine only strategic training and development arrangements and in 
others they govern more operational training and development arrangements. Moreover, 
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some divisions conduct training on an ad hoc basis as and when employees need to 
develop a skill to perform a new task. 
 
The data suggest that training and development needs and applicable formats are linked 
to human resource management arrangements and the purpose of training and 
development.  
 
Individual development 
When the purpose of training and development is individual development and the human 
resource management arrangements are decentralised, training and development 
decisions are self-directed and driven by individual employees. However, the HRM 
function, in consultation with managers and employees, provides self-help tools to 
support their training decisions. For instance, BFM and EFP, in consultation with 
managers and employees, developed a framework of the required capabilities for 
performing job tasks, a performance review system and a guide for training options, as 
tools to determine training and development needs.  
 
The study suggests that when the purpose of training is individual development 
employees are more likely to be the initiators of training requests. However, some 
employees who need skill development may not request or choose to attend training 
activities, so the organisation risks employees not possessing the necessary skills to meet 
immediate or future job requirements. To drive training decisions in instances such as 
these there are likely to be incentives to ensure that training and development is 
undertaken. For example, at EFP individual employees only receive their salary 
increment if they have undertaken the training specified in their annual performance 
review.  
 
Team development 
When the purpose of training and development is team development, this study finds that 
training decisions are self-managed by the team, irrespective of any centralised human 
resource management arrangements. Training and development appears to be 
contextualised for the specific team capability gaps and skills required to meet team 
project outcomes. There is evidence that managers and their teams together determine the 
skill gaps and develop specific training to meet those needs. For example, at UD the team 
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chose to disregard the organisation-specific management development program and 
developed their own team-specific management development program to manage their 
unique project outcomes. At PSAM the teams identify new industry trends for building 
innovation and organise their own group in-house presentations with appropriate 
suppliers of these industry innovations.  
 
This study also finds that co-workers influence individual training decisions, whereby 
employees are identified for participation in training and development activities to meet a 
specific capability gap and subsequently share this knowledge with the team. At UD, for 
example, individual employees are selected by the group to carry out a secondment 
position with an external employer or visit an interstate organisation and then return after 
a specified time to impart the knowledge gained.  
 
Organisational development 
When the purpose of training and development is organisational development, this study 
shows that training decisions are centrally driven and management-directed. Often 
human resource management arrangements govern the tools and decision-making for 
training and development. This study finds that when the purpose of training and 
development is organisational development the capabilities and training requirements for 
each job level are developed and implemented at a central organisation level. Also under 
these circumstances managers in consultation with their employees determine how 
employees will meet these capabilities and training requirements.  
 
When the purpose is organisational development, training and development is created 
and implemented to meet the specific needs of the organisation and is often determined 
by the central HRM function. For example at CP, the first 12–18 months of a new 
employee’s tenure comprise a number of organisation-specific compulsory training 
programs, while ongoing training is undertaken to meet the organisation’s regulation 
requirements and statutory obligations. By contrast at CODC, compulsory training and 
development is used to meet organisational capabilities at various levels of employment. 
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Summary 
The cross-case analysis indicates that when the purpose of training is individual 
development, training decisions are self-directed by individual employees to meet 
individual performance objectives. When the purpose of training is team development, 
training decisions are self-managed by the team to meet team project objectives. Finally, 
when the purpose of training and development is organisational development, decisions 
are made by the organisation to meet the organisation’s requirements. The relationship 
between the influences, purpose and format for training and development and how 
training and development is determined is illustrated in Table 7-4. 
 
Table 7-4: Relationship between the context, the purpose and format for training and 
development and how training is determined in the embedded case studies 
 
  EFP BFM UD PSAM CODC CP 
C
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t 
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en
t 
 
Organisation 
characteristics 
 
 Finance 
operations 
 Medium-sized 
 Central 
agency 
 Internal 
service 
 Finance 
operations 
 Medium-sized 
 Central 
agency 
 Internal 
service 
 Urban 
Planning  
 Small-sized 
 Line agency 
 External 
service 
 
 Property asset 
management  
 Small-sized 
 Line agency 
 External 
service 
 
 HR, IT and 
Finance 
 Medium-sized 
 Line agency 
 Internal 
service 
 
 Child 
Protection 
 Large-sized 
 Line agency 
 External 
service 
 
Employment 
characteristics 
 
 Young 
Professional 
Educated  
 Part-time 
 Flexible  
 Young 
Professional 
Educated  
 Part-time 
 Flexible 
 Mature-aged 
 Technical 
specialists 
 Full-time 
 
 Mature-aged 
 Technical 
specialists 
 Full-time 
 
 Mixed 
demographic 
 Professionals 
 Full-time & 
Part-time 
 
 Limited 
experience 
 Semi-
professional 
 Full-time 
Workforce issues 
 Attracting and 
retaining 
skilled 
workers 
 Part-time 
workforce 
structure 
 Skills 
shortages 
 Part-time 
workforce 
structure 
 
 Rapid 
business 
growth 
 Employment 
linked to 
project 
funding 
 Long-term 
aging 
workforce  
 Recruiting 
younger 
workers 
 Limited career 
options 
 Organisational 
change 
 Labour 
market 
competition 
 High 
workloads 
 Inefficient 
operating 
system 
 High 
employee 
turnover 
Human resource 
management  
 Consultative  
 Decentralised  
 Consultative  
 Decentralised  
 Operational  
 Centralised  
 Strategic  
 Decentralised 
 Operational  
 Centralised  
 Strategic 
 Decentralised  
 
 Purpose of 
employer-
provided training 
and development 
 
Individual development Team development Organisational development 
Training and 
development 
formats 
 General 
 Formal 
 External 
 Accredited 
 Short course 
 Qualification 
 
 Specific 
 Informal & formal 
 Internal & external 
 Unaccredited 
 Short courses 
 On-the-job knowledge sharing 
 Specific 
 Informal & formal 
 Internal 
 Unaccredited 
 Short courses 
 On-the-job program 
 How training and 
development is 
determined 
 Individual 
 Self-help 
 Performance review-driven 
 Team 
 Self-managed team 
 Collective team analysis 
 Organisation 
 Management-directed 
 Regulatory compliance 
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The type of commitment to learning  
According to Smith et al. (2008b), commitment to learning and the sense amongst 
employees that there is capacity for them to learn on the job and take advantage of career 
opportunities is a key element in employee retention. Most studies of the learning 
environment describe employer’s commitment to learning as either high or low. 
However, this study suggests that how employees describe the type of employer 
commitment to learning across the embedded case studies is more complex. The 
description of learning commitment pertained to both the employee and the employer and 
was found to be influenced by the employer-provided training and development model 
adopted by the division. 
 
Individual development 
The analysis finds that when the purpose of training and development is individual 
development the type of commitment to learning is described as self-directed, and 
individual learning is highly valued by the employer and at the discretion of the 
individual employee. The study suggests that in this learning environment training and 
development is encouraged but not enforced by the organisation. For example, at BFM 
and EFP divisions training and development prepares individual employees for their 
current job or future career opportunities. When the purpose is individual development, 
then career progression is the individual’s responsibility and not the manager’s. This 
study identified that employees who are motivated to learn are more likely to receive an 
internal promotion. Under these circumstances the data indicate that employers are 
committed to developing the individual employee when they proactively seek their own 
training and development. 
 
Team development 
When the purpose of employer-provided training and development is team development, 
this study demonstrates that the type of commitment to learning is team-directed, and an 
individual employee’s learning is shared and valued by the team. A team-learning 
environment suggests there is a strong culture to learn and share new ideas with co-
workers. For example, at UD and PSAM divisions, where the purpose of training and 
development is team development, employees also expressed strong collegiality and 
long-term friendships. This social network was highly valued by the employees in these 
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embedded case studies. This environment demonstrated a ‘whole of division’ learning 
focus on technical, management and leadership training. 
 
Organisational development 
When the purpose of training and development is organisational development, the type of 
commitment to learning is described as an organisation-wide approach to learning. In this 
learning environment training is prescribed to meet the organisation’s requirements, and 
not develop individual employees for future career opportunities or teams for team 
project outcomes. The study finds that, for divisions with a focus on organisational 
development, there is little support for individual training and development beyond 
mandatory training programs. Also the data indicate that commitment to an organisation-
wide approach to learning requires consistent management organisation and support. 
 
Summary 
This analysis does not show that there is more or less commitment to learning across the 
embedded case studies. While there is strong evidence that employees view the Victorian 
Public Service as having a strong commitment to learning, it does reveal that employees’ 
description of the type of commitment to learning is based on the training and 
development model adopted. For example, employees describe the commitment to 
learning in a learning environment focused on individual development as self-directed, in 
a team development environment as team-directed and when the focus is on 
organisational development as management-directed.  
 
The relationship between the context for training and development, purpose and format 
for training and development, how training and development is determined and the type 
of commitment to learning is illustrated in Table 7-5. 
 
Section one discussed how the organisation and employment characterises as well as 
workforce issues and human resource management influence the combination of 
elements that make up the various training and development models adopted by the 
embedded case studies in the Victorian public sector. The next section outlines employee 
turnover in each embedded case study so that, in the final section, the models of training 
and development can be superimposed on the employee turnover data to explore whether 
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the various models of training and development have a differential impact on employee 
turnover. 
 
Table 7.5: Relationship between the context, the purpose and format for training and 
development, how training and development is determined and type of commitment to 
learning in the embedded case studies 
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Organisation 
characteristics 
 
 Finance 
operations 
 Medium-sized 
 Central 
agency 
 Internal 
service 
 Finance 
operations 
 Medium-sized 
 Central 
agency 
 Internal 
service 
 Urban 
Planning  
 Small-sized 
 Line agency 
 External 
service 
 
 Property asset 
management  
 Small-sized 
 Line agency 
 External 
service 
 
 HR, IT and 
Finance 
 Medium-sized 
 Line agency 
 Internal 
service 
 
 Child 
Protection 
 Large-sized 
 Line agency 
 External 
service 
 
Employment 
characteristics 
 
 Young 
Professional 
Educated  
 Part-time 
 Flexible  
 Young 
Professional 
Educated  
 Part-time 
 Flexible 
 Mature aged 
 Technical 
specialists 
 Full-time 
 Mature-aged 
 Technical 
specialists 
 Full-time 
 Mixed 
demographic 
 Professionals 
 Full-time & 
Part-time 
 Limited 
experience 
 Semi-
professional 
 Full-time 
Workforce 
issues 
 Attracting and 
retaining 
skilled 
workers 
 Part-time 
workforce 
structure 
 Skills 
shortages 
 Part-time 
workforce 
structure 
 
 Rapid 
business 
growth 
 Employment 
linked to 
project 
funding 
 Long-term 
aging 
workforce  
 Recruiting 
younger 
workers 
 Limited 
career 
options 
 Organisational 
change 
 Labour 
market 
competition 
 High 
workloads 
 Inefficient 
operating 
system 
 High 
employee 
turnover 
Human 
resource 
management  
 Consultative  
 Decentralised  
 Consultative  
 Decentralised  
 Operational  
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 Strategic  
 Decentralised 
 Operational  
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 Strategic 
 Decentralised  
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The purpose of 
employer-
provided 
training and 
development 
 
Individual development Team development Organisational development 
Training and 
development 
formats 
 
 General 
 Formal 
 External 
 Accredited 
 Short course 
 Qualification 
 
 Specific 
 Informal & formal 
 Internal & external 
 Unaccredited 
 Short courses 
 On-the-job knowledge sharing 
 
 Specific 
 Informal & formal 
 Internal 
 Unaccredited 
 Short courses 
 On-the-job program 
 
How training 
and 
development is 
determined 
 Individual 
 Self-help 
 Performance review-driven 
 Team 
 Self-managed team 
 Collective team analysis 
 Organisation 
 Management-directed 
 Regulatory compliance 
Type of 
commitment to 
learning 
 Individual commitment to 
learning 
 Self-directed 
 Training is voluntary 
 Team-commitment to learning 
 Team-directed 
 Training is accepted 
 Organisational commitment to 
learning 
 Organisation-directed 
 Training is mandatory 
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Section Two: 
Employee turnover outcomes across the embedded cases 
 
The literature review discusses the evidence that work-related factors such as pay, 
promotion, growth opportunities, job satisfaction, supervisor satisfaction and co-worker 
satisfaction influence employees’ decisions to stay or leave an organisation (Cotton & 
Tuttle, 1986; Griffeth et al., 2000; Porter & Steers, 1973; Price, 2001). Understanding 
how work-related factors influence employee turnover in the embedded case studies is 
useful in an exploration of whether these factors contribute to the relationship between 
the various employer-provided training and development models discussed in section one 
and employee turnover. 
 
This section commences with an overview of employee turnover rates in each embedded 
case study and then discusses why employees stay or leave the divisions, categorised by 
the various training and development models adopted by the divisions. The purpose for 
analysing the employee turnover outcomes by training and development model is to 
identify whether a pattern emerges that suggests there is a relationship between various 
models of training and development and employee turnover.  
 
Employee turnover rates  
As discussed in the research method chapter, this study sought embedded cases that 
would give the researcher an opportunity to analyse divisions within Victorian Public 
Service departments with varying levels of employee turnover. The intention was to 
compare the differences and similarities between the training and development models 
adopted by the divisions with diverse employee turnover. Figure 7-1 illustrates the 
variation in employee turnover rates of the divisions (embedded case studies) chosen for 
the study. 
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Figure 7-1: Employee turnover comparisons for each embedded case study  
 
In 2008 EFP and BFM, the two embedded case studies at DTF with the highest and 
lowest employee turnover, had a relatively modest difference, with employee turnover 
rates of 35.15% and 20.50% respectively. The greatest variation in employee turnover 
was at DHS where PSAM had an employee turnover rate of 3.8% and CP a rate of 
34.5%. DPCD also had a variance in employee turnover in the divisions. UD had the 
lowest employee turnover at 5.4% and CODC the highest at 28%.  
 
When the employee turnover rates are rearranged according to the employer-provided 
training and development models (Individual Development, Team Development and 
Organisational Development) adopted in each division, the data reveal that the divisions 
using the team development approach display the lowest employee turnover rates 
(illustrated in Figure 7-2). 
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Figure 7-2: Employee turnover comparisons by training and development models 
Individual 
Development 
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Development 
Organisational 
Development 
DTF DHS DPCD 
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Factors affecting employee turnover categorised by training and development model 
The data suggest there are a number of factors affecting employee turnover in the 
divisions. These factors are compared and contrasted according to the employer-provided 
training and development models applied to identify whether a relationship exists 
between the models adopted and the factors influencing employee turnover in the 
divisions. 
 
Individual Development 
The data indicate that in the divisions adopting an Individual Development model, the 
main factors affecting employee turnover are perceived job alternatives and lack of 
internal promotional opportunities. For example, under these conditions the data revealed 
that EFP and BFM staff are poached by other VPS departments and organisations in the 
private sector who can offer better salaries and employment conditions. The literature 
suggests that perceived alternative jobs and a lack of promotion, pay and growth 
opportunities have a positive relationship to employee turnover (Cotton & Tuttle, 1986; 
Griffeth et al., 2000; Price, 2001; Porter & Steers, 1973). Accordingly, both BFM and 
EFP have high employee turnover. In these divisions high employee turnover is accepted 
and planned for, with the recruitment strategy to employ more graduates than the 
business requires recognising that many move to alternative employers. The study shows 
that employees who largely undertake individual development expect to be promoted 
quickly and if there are limited or no opportunities for succession, then these employees 
seek opportunities elsewhere.  
 
Team Development 
The data indicate that in the divisions adopting a Team Development model, the main 
factors affecting employee turnover are job, co-worker and supervisor satisfaction. 
According to Cotton and Tuttle (1986), Griffeth et al. (2000) and Price (2001), job, co-
worker and supervisor satisfaction are negatively related to employee turnover. At PSAM 
and UD, for example, employees stay because they find job satisfaction in meeting 
project outcomes and have strong co-worker friendships. The study also reveals that at 
UD good supervision and leadership play a significant role in why people stay. This is 
because UD employment practices include the use of teams, information sharing, quality 
circles and employee involvement in decision-making. In the literature these practices are 
referred to as high performance work practices and they exert a positive effect on 
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retaining skilled workers (Guthrie, 2001; Huselid, 1995; Lopez, Peon & Ordas, 2005; 
Smith et al., 2008b). Godard (2001) claims that HPWP are associated with higher levels 
of job and supervisor satisfaction. 
 
At PSAM there is also strong evidence of employee and co-worker job embeddedness. 
There is a sense of contentment and employees are not interested in employment in the 
perceived high-pressure private sector. It takes many years to progress to higher levels of 
employment status at PSAM and by this time employees have accumulated employment 
benefits that are hard to relinquish. Job embeddedness, where people become stuck in 
their job, engenders less intention to leave (Mitchell et al., 2001). Job embeddedness is 
also mediated by co-worker job embeddedness (Bergiel et al., 2009; Felps et al., 2009). 
Therefore as more employees become embedded at PSAM, a compounding effect acts on 
employee turnover; that is, few people leave PSAM for alternative employment. 
 
Organisational Development  
The data indicate that in the divisions adopting an Organisational Development model 
employee turnover is affected by lack of organisational commitment and role clarity. 
However, these factors are influenced by varying employment characteristics across the 
two embedded case studies utilising this training model. CODC division, due to a merger 
of two different organisational cultures, has a lack of clarity about individuals’ roles as 
well as resistance to a new organisational strategic direction. The study suggests that, 
where there is little or no alignment between the organisation’s objectives and the 
individual’s perception of their role, they are likely to leave. Likewise, when employees 
have expectations about their job role which turn to conflict with the actual job, they will 
also leave, as is the case at CP. The reasons for high employee turnover in these divisions 
are reflected in the literature. Actual quit may be stimulated by low organisational 
commitment (Winterton, 2004) and role clarity is negatively related to employee 
turnover (Cotton & Tuttle, 1986; Griffeth et al., 2000; Price, 2001; Porter & Steers, 
1973). 
 
Although there are some similarities in the factors affecting employee turnover in the two 
embedded case studies supporting the Organisational Development model of training and 
development, there are also some differences. For example at CODC, where there is 
labour market competition, a strong awareness of job alternatives external to the 
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organisation also exists: a demand for information technology, finance and 
communication specialists in the labour market leaves CODC management exposed to a 
competitive labour market that offers higher remuneration and better working conditions 
than available in the public sector.  
 
The study also suggests that child protection employees leave for a unique reason. In CP 
the exit surveys revealed that people leave due to job dissatisfaction. The literature 
review identifies job dissatisfaction as a key predictor of quit rates. Mobley (1978) and 
Arnold and Feldman (1982) claim that job dissatisfaction leads to thoughts of quitting, 
intention to search and eventually to actual quitting – in this instance a predication that 
dissatisfied CP workers will leave. 
 
This study also finds that in an embedded case study with high employee turnover those 
employees who did stay did so because of strong co-worker satisfaction. At CP 
employees reported that they stay because of friendships developed at work. These 
employees commenced working at CP with a supportive group of senior practitioners, in 
smaller offices, with smaller teams. According to Cotton and Tuttle (1986), Griffeth et al. 
(2000), Price (2001) and Porter and Steers (1973), co-worker satisfaction is negatively 
related to employee turnover. 
 
A summary of the factors affecting employee turnover in the divisions is included in 
Table 7-6 and categorised by the training models for Individual Development, Team 
Development and Organisational Development. Table 7-6 provides a framework for 
exploring whether various training and development models have a differential impact on 
employee turnover. This is discussed in section three. 
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Table 7-6: Various training and development models and employee turnover in the 
embedded case studies 
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 Part-time 
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growth 
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 Long-term 
aging 
workforce  
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younger 
workers 
 Limited 
career 
options 
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change 
 Labour 
market 
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 High 
workloads 
 Inefficient 
operating 
system 
 High 
employee 
turnover 
Human 
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management  
 Consultative  
 Decentralised  
 Consultative  
 Decentralised  
 Operational  
 Centralised  
 Strategic  
 Decentralised 
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 Strategic 
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The purpose of 
employer-
provided 
training and 
development 
 
Individual Development Team Development Organisational Development 
Training and 
development 
formats 
 
 General 
 Formal 
 External 
 Accredited 
 Short course 
 Qualification 
 
 Specific 
 Informal & formal 
 Internal & external 
 Unaccredited 
 Short courses 
 On-the-job knowledge sharing 
 
 Specific 
 Informal & formal 
 Internal 
 Unaccredited 
 Short courses 
 On-the-job program 
 
How training 
and 
development is 
determined 
 Individual 
 Self-help 
 Performance review-driven 
 Team 
 Self-managed team 
 Collective team analysis 
 Organisation 
 Management-directed 
 Regulatory compliance 
Type of 
Commitment 
to learning 
 Individual commitment to 
learning 
 Self-directed 
 Training is voluntary 
 Team commitment to learning 
 Team-directed 
 Training is accepted 
 Organisational commitment to 
learning 
 Organisation-directed 
 Training is mandatory 
E
m
p
lo
y
ee
 t
u
rn
o
v
er
 
     
Employee 
turnover rate 
35.15% 20.50% 5.4% 3.8% 28% 34.5% 
Factors 
affecting 
employee 
turnover 
 Perceived job alternatives 
 Lack of growth opportunities 
 Pay and remuneration 
 Supervisor satisfaction 
 High performance work practices 
 Co-worker satisfaction 
 Job satisfaction 
 Job embeddedness 
 
 Low commitment to the 
organisation 
 Lack of role clarity 
  Poor job satisfaction 
 Poor supervisor satisfaction 
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Section Three: 
Various training and development models and their differential impact on 
employee turnover 
This analysis suggests that a unique combination of training and development elements 
informs the training and development model adopted and the various models have a 
differential impact on employee turnover. The model shown in Figure 7-3 suggests how 
organisation and employment characteristics, workforce issues and human resource 
management arrangements influence the combination of the purpose of employer-
provided training and development, the formats used by organisations to deliver training 
and development, how training needs are determined and the organisation’s type of 
commitment to learning. It is how these elements are combined that forms the various 
models of training and development, and each model impacts differently on employee 
turnover.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 7-3: Suggested relationship between various training and development models and 
employee turnover 
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Findings for Individual Development model and employee turnover 
The Individual Development model employs mainly general training carried out formally 
using accredited external training and development formats. This analysis reveals that 
divisions that adopt an Individual Development model have the highest employee 
turnover, which therefore supports human capital theory’s proposition that general 
training increases employees’ mobility (Becker, 1993; Parson, 1972). The risk of higher 
employee turnover is also raised when general training raises wages with future 
employers but not with the current employers, thereby providing an incentive to leave 
(Lynch, 1992; Loewenstein & Spletzer, 1997). This proposition is also consistent in this 
study, as many interviewees said that employees leave because they perceived wages 
external to the public sector as being greater.  
 
This analysis also finds that the Individual Development model impacts on employee 
turnover when it is coupled with perceived job alternatives, lack of growth opportunities 
and low pay and remuneration. The consequence is that employees are more likely to 
leave. This is because the Individual Development model prepares employees for career 
development, but if there are a lack of promotion opportunities and greater perceived job 
alternatives outside the organisation, employees seek alternative employment. This study 
also reveals that employees remain with the organisation while they receive financial 
support for their individual development but do not remain if there is no perceived career 
path, thereby supporting the proposition that employer-funded qualifications bind 
employees in the short-term but do not influence long-term retention (Flaherty, 2007; 
Smith et al., 2011). 
 
This analysis finds a further impact on employee turnover when the commitment to 
learning is self-directed. In a self-directed learning environment employees receive 
training and development only if they are willing to invest their time and individual 
commitment in arranging their own training and development activities. Becker (1964, 
1993) suggests that when employees invest in training and development they are more 
likely to be mobile. For this reason the likely consequence for employee turnover in a 
self-directed learning environment is higher employee turnover. 
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Findings for the Team Development model and employee turnover 
The Team Development model employs mainly team-specific training and uses a 
combination of informal and formal internal training and development formats. This 
study reveals that divisions adopting the Team Development model have the lowest 
employee turnover, which supports human capital theory’s proposition that firm-specific 
training binds employees, the corollary being that workers who receive a great deal of 
specific training have lower rates of employee turnover (Becker, 1993; Parsons, 1972).  
 
This analysis also finds that a Team Development model impacts on employee turnover 
when it is adopted along with high performance work practices and other favourable 
employment practices. The consequence is that employees gain a sense of belongingness, 
organisational commitment and job satisfaction and therefore have a diminished intention 
to quit (Allen et al., 2003; Guest et al., 2003; Winterton, 2004). The analysis also 
indicates that the Team Development model leads to co-worker and supervisor 
satisfaction, supporting the proposition that employee turnover is mediated by co-worker 
and supervisor satisfaction (Allen & Meyer, 1990; Aragarwala, 2003; Chen & Chan, 
2006; Winterton 2004). 
 
While individual and co-worker job embeddedness produces low employee turnover, a 
Team Development model may embed employees further. Previous studies suggest that 
when people are embedded in their jobs they have less intention to leave (Mitchell et al., 
2001). The Team Development model may have a compounding effect on lowering 
employee turnover in situations where higher employee turnover may be desired, for 
example, when renewal of staff or younger staff are considered desirable. 
 
This analysis finds a further impact on employee turnover when the organisation’s 
commitment to learning is team-directed and collaborative. The team-directed and 
collaborative commitment to learning supports the proposition that a shared vision is 
critical for ensuring both a short-term reduction in turnover and long-term retention on 
skills (Smith et al., 2008b), implying that team-directed commitment to learning is likely 
lower employee turnover.  
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Findings for the Organisational Development model and employee turnover 
The Organisational Development model employs organisation-specific training carried 
out formally, using mainly unaccredited internal training and development formats. In 
contrast to team-specific training and development, organisational training and 
development is more likely to be general. This analysis reveals that divisions adopting an 
Organisational Development model have moderate to high employee turnover. This may 
be due to the fact that in large organisations, with their inability to contextualise training 
for diverse work units or divisions, what may be considered organisation-specific 
training is in reality general transferable training. As discussed in the literature review, 
studies on the economics of training find evidence that most training is portable across 
employers (Bishop, 1990; Booth, 1993; Veum, 1995). Stevens (1994) argues that a 
proportion of any training is of some value to at least one other organisation, apart from 
the training organisation. When training and development is more portable, employees 
are more likely to be mobile (Bishop, 1990). It is therefore likely that the Organisational 
Development model supports the proposition that general transferable and portable 
training results in employees being more mobile. 
 
This analysis also suggests that, when organisational training and development 
arrangements are combined with low organisational commitment, lack of role clarity and 
compulsory training, there is an impact on employee turnover, with employees more 
likely to leave. An employee leaving because they are not committed to the way the 
organisation is changing supports the research proposition that organisational 
commitment is a mediating factor in employee turnover. If employees are not in favour 
of, or believe they are not a good fit for, the organisational changes, they are likely to 
have lower commitment to the organisation (Aragarwala, 2003). A lack of involvement 
with and low emotional attachment to the organisation is likely to increase employee 
turnover (Allens & Meyer, 1990). Chew and Tan (2006) also report that organisational 
commitment is positively affected by the person’s fit with the organisation. The finding 
that a lack of role clarity affects employee turnover when the Organisational 
Development model is adopted also supports Cotton and Tuttle’s (1986) proposition that 
lack of role clarity is likely to contribute to employee turnover. 
 
This analysis finds a further impact on employee turnover when commitment to learning 
is management-directed, with the research data indicating that employees have low job 
   185 
and supervisor satisfaction when all their training and development is management-
driven and mandatory to meet organisational statutory requirements. Employees 
consequently decide to search for alternative employment and eventually withdraw from 
the organisation. This study also demonstrates that under these circumstances managers 
may decide to terminate or make redundant employees not committed to the 
organisation-wide learning. This is contrary to the economics of training proposition that 
the provision of employer-provided training and development (regardless of whether it is 
specific or general) decreases the likelihood of employees quitting or being terminated 
(Booth & Satchell, 1994; Bishop, 1990; Dearden et al., 2005).  
Summary of the cross-case analysis 
This study’s findings suggest the various training and development models adopted by 
the Victorian Public Service have a potential relationship with employee turnover. The 
models outlined in this chapter have been labelled Individual Development, Team 
Development and Organisational Development. 
 
As discussed in this chapter and illustrated in Figure 7-3, the training and development 
models are influenced by organisation and employment characteristics as well as 
workforce issues and human resource management arrangements. These influencers 
determine the combination of training and development elements, such as the purpose of 
training and development, the formats for training and development, how training is 
determined and the type of commitment to learning, that form the various training and 
development models. 
 
The analysis suggests how the various training and development models might have a 
differential impact on employee turnover. The study findings propose that: 
 If the Individual Development model is coupled with perceived job alternatives, 
lack of growth opportunities and wages lower than offered by the labour market, 
then employee turnover is likely to increase. 
 When the Team Development model is adopted in conjunction with other high 
performance work practices (including employee participation and learning 
circles), it encourages greater co-worker and supervisor satisfaction and has the 
potential to reduce employee turnover.  
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 If job embeddedness is evident, then the Team Development model may 
contribute to employees remaining with the organisation  
 If the Organisational Development model is adopted when there is a lack of role 
clarity, low commitment to the organisation and low job satisfaction, then 
employee turnover has the potential to increase. 
 
How these propositions contribute to the existing literature and ideas on how the models 
can be adopted are discussed in the conclusion. 
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Chapter 8 – Conclusion  
Introduction 
Employers often assume a relationship between training and development and employee 
turnover. A number of studies have found that employers are reluctant to increase their 
investment in training and development because they are concerned that employees may 
leave as a result of their improved skills and knowledge. Conversely, other studies have 
found that employers use training and development as a strategy to retain employees. 
This current study aimed to contribute to the literature by building on existing conceptual 
work and empirical studies of the relationship between training and development and 
employee turnover. The project used the Victorian Public Service as a case study to 
explore whether various training and development models used by the VPS have a 
differential impact on employee turnover.  
 
This study supports a number of propositions discussed in the literature on the 
relationship between training and development and employee turnover. Firstly, the study 
finds that models of training and development that mainly use general training, such as 
the Individual Development model, have increased employee mobility, as suggested by 
human capital theory (Becker, 1993). Also in support of human capital theory, models 
that use mainly firm-specific training such as the Team Development model have 
reduced employee turnover because employees are more bound to the organisation 
(Becker, 1993). However this study also acknowledges that there are often more complex 
and contemporary explanations around employee turnover. 
 
Secondly, the study finds that when models of training and development commonly use 
external tertiary education, then, as suggested by Flaherty (2007) and Smith et al. 
(2008b), employees are bound in the short-term but this format does not necessarily 
influence long-term retention. 
 
Thirdly, team-based models of training and development appear to encourage 
organisational commitment, job satisfaction and co-worker satisfaction, which supports 
the assumption that employee turnover is reduced when these conditions prevail (Boslie, 
2003; Chew & Chan, 2006; Guest et al., 2003; Winterton, 2004). 
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Finally, the study also finds that models of training and development that use high 
performance work practices such as quality learning circles and employee participation 
have reduced employee turnover, as reported by Allen et al. (2003), Batt (2002) and 
Guest et al. (2003). In contrast, organisation-focused training and development models 
discourage employee involvement and result in low emotional attachment and therefore 
support Allen and Meyer’s (1990) claim that this practice is likely to increase employee 
turnover. 
 
This study fails to support two assumptions about the relationship between training and 
development and employee turnover. In the first instance the study did not find that 
training and development, regardless of whether it is specific or general, decreases the 
likelihood of employees quitting or being terminated (Booth & Satchell, 1994; Bishop, 
1990; Dearden et al., 2005). This is suggested by the embedded cases with high 
employee turnover. These cases were found to have high levels of investment in 
employer-provided training and development, yet they continued to display high 
employee turnover. This study discovers a more complex relationship between training 
and development and employee turnover, linked to the training and development models 
adopted. 
 
In the second instance, there are varying results for the consequences of the pursuit of a 
commitment to learning. The study finds that the type of commitment to learning 
demonstrated by the employer impacted differently on employee turnover. Training and 
development models with a focus on either individual or organisational commitment to 
learning were found to have increased employee turnover, whereas a team commitment 
to learning suggested reduced employee turnover. 
 
A summary of how this study contributes to the pre-existing knowledge is illustrated in 
Table 8-1. 
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Table 8-1: Summary of findings compared with propositions relating to the relationship 
between training and development and employee turnover 
 
Training and 
development models in 
the VPS 
 
Propositions from the literature 
 
Reference Supports/fails to support 
Individual Development 
(ID)  
ID uses general training which 
increases employees’ mobility  
Becker, 1964, 1993;  
Parsons, 1972 
Study findings support this 
proposition  
ID uses employer-funded 
qualifications which bind employees 
in the short-term but does not 
influence long-term retention. 
 
Flaherty, 2007; Smith et 
al., 2008b, 2011 
Study findings support this 
proposition 
ID includes elements of a learning 
organisation (the pursuit of a 
commitment) which are critical for 
ensuring both a short-term reduction 
in turnover and long-term retention of 
employees. 
 
Smith et al., 2008b, 
2011 
The study does not support 
the findings for individual 
commitment to learning 
 
For this model employee 
turnover is increased 
Team Development 
(TD) 
TD provides a great deal of specific 
training, which lowers employee 
turnover  
Becker, 1964; 
Parsons, 1972 
Study supports this 
proposition 
TD encourages organisational 
commitment, job satisfaction and co-
worker satisfaction, which in turn 
lowers employee turnover  
Boslie, 2003; 
Chew & Chan, 2006; 
Guest et al., 2003; 
Winterton, 2004 
Study findings support this 
proposition. 
TD, when used with high performance 
work practices, is associated with 
lower quit rates  
Batt, 2002 Study findings support this 
proposition. 
TD, when used with other sets of 
favourable employment practices, 
gains commitment of employees and 
in turn reducing their intention to quit 
 
Allen et al., 2003; 
Guest et al., 2003 
Study findings somewhat 
support this proposition 
TD includes elements of a learning 
organisation (the pursuit of a 
commitment) which are critical for 
ensuring both a short-term reduction 
in turnover and long-term retention of 
employees 
 
Smith et al., 2008b, 
2011 
The study only supports this 
finding if the pursuit is team 
commitment to learning. 
Organisational 
Development (OD) 
OD impacts on lack of involvement 
and low emotional attachment to the 
organisation which is likely to 
increase employee turnover  
Allen & Meyer, 1990 Study findings support this 
proposition 
OD impacts on low organisational 
commitment, which stimulates actual 
quitting 
Winterton, 2004 Study findings support this 
proposition 
OD provides employer-provided 
training and development (regardless 
of whether it is specific or general) 
and therefore decreases the likelihood 
of employees quitting or being 
terminated 
 
Booth & Satchell, 1994;  
Bishop, 1990;  
Dearden et al., 2005 
Study fails to support this 
proposition 
OD includes elements of a learning 
organisation (the pursuit of a 
commitment), which are critical for 
ensuring both a short-term reduction 
in turnover and long-term retention of 
employees 
Smith et al., 2008b, 
2011 
The study does not support 
the findings for organisational 
commitment to learning. 
 
This study found that OD had 
the potential to increase 
employee turnover. 
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Management application 
Knowing which training and development model to adopt and when and how is not a 
straightforward or linear decision. This study does not suggest that any one model is 
superior to the others; instead, the findings of the study indicate that there may be a fit-
for-purpose model or a combination of models that supports different Victorian Public 
Service organisational environments and objectives. The study has suggested a number 
of ways by which training and development models may be adopted in VPS. Below are 
some examples of how the training and development models can support various 
organisational settings.  
 
New and growing organisation  
If the VPS organisation is just commencing operations or is growing rapidly, then 
recruiting and retaining new employees is of significant concern. In these circumstances 
adopting a team-based model of training and development that supports low employee 
turnover may be advantageous. The purpose of training and development at the 
commencement of a business or during a growth phase is to improve the capability of the 
work units. When employees are given the opportunity to participate in a process to 
determine and coordinate training and development for the organisation, then as 
discussed in chapter 7, this is likely to encourage their commitment to the organisation 
and build rapport with co-workers, thereby reducing employee turnover. When adopting 
this model of training and development, it is suggested that training is delivered 
internally using informal group methods such as learning circles or on-the-job knowledge 
sharing. If training is required external to the organisation, then allowing employees to 
participate in groups upholds the Team Development model. 
 
Declining productivity and lack of innovation 
If the VPS organisation has declining productivity and lacks innovation then facilitating a 
move for long-term employees to alternative work options and recruiting employees with 
fresh ideas are essential. In this situation adopting an individual-focused training and 
development model may assist with encouraging workforce changes and hence 
revitalisation. The adoption of this model signals that the purpose for training and 
development has changed: the focus on development of individual employees encourages 
their transition into new internal job roles or to seek alternative employment outside the 
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organisation. This model suggests the application of a performance management system 
linked to identification of individual training needs. To take full advantage of this 
model’s potential, the formats for training and development, as outlined in Table 7-6, 
should focus on external accredited tertiary training or external short courses which 
enable employees to gain a qualification that is transferable to other employers. This 
study found that while employees may stay during training periods in the long-term they 
sought alternative jobs. In the short-term employees may bring new knowledge to the 
stagnating organisation. 
 
Change management 
If the VPS organisation is embarking on a change process such as restructuring or 
merging with other businesses, then ensuring that employees’ behaviours and capabilities 
are consistent with the changes is crucial. For the change process to occur expeditiously 
there is often a need for an increase in employee turnover, as workers who no longer 
display a fit with the organisation either leave or are terminated. In instances such as this 
an organisation-wide approach to training and development is suggested. The purpose for 
training and development during this business cycle is to encourage the organisational 
culture to progress the changes. Determining the knowledge, skills and attitudes required 
for the organisational change requires a whole-of-organisation capability and training 
needs analysis. As discussed in Chapter 7 the format for delivering training to fill the 
knowledge, skills and attitudes gaps through the Organisational Development model 
should ideally consist of internal formal workshops coupled with on-the-job training. All 
employees are expected to participate in the organisation-wide training and development, 
which will promote role clarity across the organisation, meaning that employees either 
commit to the organisation’s changes or seek alternative employment elsewhere.  
 
High compliant and regulated organisation 
Highly compliant and regulated VPS organisations require certified employees who meet 
the organisation’s legal obligations; training becomes a priority for these organisations. 
While the natural tendency in these organisations is to adopt an organisation-focused 
training and development model, given the findings in this study a more balanced 
combination of various models is suggested. This study found that the Organisational 
Development model encouraged employees to leave because they either felt dissatisfied 
with their job and supervisor or they lacked involvement leading to actual quitting. A 
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combined approach means the purpose for training and development is likely to enhance 
the capacity of the organisation to meet statutory requirements through developing teams 
and preparing employees for growth opportunities. In the organisation-focused training 
and development model most training funds were used for organisational-wide learning 
activities, leaving few additional funds for either team or individual employer-provided 
training and development. Using a combination of formats from the three training and 
development models could solve this problem to some extent. For example, rather than 
training employees in regulatory requirements using what is traditionally resource-
intensive formal classroom-style workshops, adopting a more informal approach 
involving team learning circles and on-the-job training is more cost-effective and would 
enable some resources to be quarantined for developing individual employees for future 
promotional opportunities.  
 
Labour market challenges 
If the VPS organisation is experiencing skill shortages and operates in a competitive 
labour market, then the Team Development model may assist with retaining employees. 
The purpose for training and development in these circumstances is to provide exclusive 
organisation-specific training that gives the business a competitive advantage. This study 
found that organisation-specific training often bound employees. This model is best 
served when team members determine and coordinate the specific training to create a 
competitive advantage or to meet specific team projects. As highlighted earlier, employee 
participation also encourages organisational commitment and job satisfaction, which in 
turn leads to reduced employee turnover.  
 
The findings of this project have the potential to assist the Victorian Public Service to 
understand which model most suits their organisational environment and business 
objectives at a particular point in their business cycle. In Figure 8-1 the training and 
development models are represented as a framework for management application; in the 
framework their differing impacts on employee turnover are expressed as retention.  
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Figure 8-1: Training and development models and suggested impact on retention 
Purpose 
Training  
needs 
Format 
Type of 
Commitment 
to Learning 
Climate 
Retention 
Meet individual skill gaps & 
future career opportunities 
Meet workforce capability gaps 
& corporate goals & objectives 
Meet team skill gaps & 
future team outcomes 
Individual 
Development 
Team Development Organisational 
Development 
Individual & manager 
Individual training needs 
analysis 
Performance appraisal 
Largely external 
qualifications 
Short courses 
Value individual learning 
opportunities 
Voluntary 
Self-directed 
Value team learning 
opportunities 
Peer collegiality 
Self-managed team 
Value organisation-wide 
learning opportunities 
Mandatory 
Management-directed 
Collective/joint  
Team needs analysis 
Central management 
Organisational capability 
analysis 
Largely internal 
Group In-house training 
Learning circles 
 
Largely internal 
Corporate training calendar 
Organisation-specific 
Low retention Modest retention High retention 
Organisation and employment 
characteristics 
Workforce issues 
 
Training and development model/s 
adopted  
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Opportunities for further research 
This study presents two opportunities for further research. Firstly, since this is an 
exploratory study in the Victorian Public Service, there may be merit in pursuing a large-
scale study that includes other industry sectors to investigate further the training and 
development models identified in this study and their relationship with the factors 
influencing employee turnover such as personal characteristics (age, gender, marital 
status, tenure, ethnicity, education), work-related factors (job security, job satisfaction 
organisational commitment, interesting work) and perceptions of external factors 
(availability of alternative jobs) (Cotton & Tuttle, 1986; Griffeth et al., 2000; Mobley et 
al., 1979; Porter & Steers,1973).  
 
Secondly, as discussed in the cross-case analysis, the Team Development model 
encouraged the creation of social capital with the use of team-learning formats for 
training and development, which builds co-worker relationships and share knowledge 
across teams. The term ‘social capital’ initially appeared in community studies, giving 
rise to the importance of survival and functioning of neighbourhoods and the networks of 
relationships developed over time that provide the basis for trust, cooperation, and 
collective action in communities (Jacobs, 1965).  
 
Somaya, Williamson, and Lorinkova (2008) suggest that employee turnover studies have 
typically focused on the human capital implications of employee movement. While 
human capital refers to knowledge embedded in employees, social capital refers to the 
embedded relationships that may be used to leverage resources (Coleman, 1989; Leanna 
& Van Buren, 1999; Nahapiet & Ghoshal, 1998; Somaya et al., 2008). Social capital 
therefore is an asset that exists between individuals rather than within each individual 
(Cappelli, 2004) and can benefit organisations by creating value for shareholders and 
individuals by enhancing employee skills (Leanna & Van Buren, 1999).  
 
Mohr, Young and Burgess (2011) draw on social capital perspectives to examine how a 
group-oriented culture fosters an environment where individuals have a network of 
information that allows greater tacit knowledge transfer among employees. In their study 
of registered nurses in outpatient medical centres they found that a group-oriented culture 
was a moderator of employee turnover, a finding that supported an earlier study by Patel 
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and Conklin (2010), in which group culture in small firms was found to reduce the 
increased cost of the high performance work systems that had been implemented to retain 
employees and enhance productivity. 
 
The limited amount of conceptual work and empirical studies relating to social capital’s 
influence on management focuses on bundling employment practices such as training, 
job security, collaborative work and learning to build good interpersonal relationships 
(Cappelli, 2004; Leanna & Van Buren, 1999). However, Cappelli (2004) also examined 
the relationship between retraining employees and social capital using the United 
Kingdom’s National Employers Skills Survey of manufacturing firms. He found that 
there was no relationship between social capital and the employer’s overall investment in 
training, but that retraining was linked to other employment practices, such as self-
managed teams and total quality management, all of which generate social capital among 
employees. Cappelli’s (2004) study was limited to measuring the provision of training 
rather than measuring the investment in various forms of training and development and 
their relationship with social capital. He found that employers’ decision to retrain rather 
than recruit outside the organisation was based on the relative cost of hiring compared 
with training, as well as labour market competition. Organisations may benefit from a 
study that explores whether various training and development models influence 
employee turnover through the creation of social capital. 
 
Limitations of the study 
While this study contributes to the literature and practical application of the relationship 
between training and development and employee turnover, there are some limitations 
related to the research methodology adopted for this study. 
 
Using a case study method provided an opportunity to explore the research question in its 
organisational setting and to use a range of evidence such as documents, interviews and 
observations. This project also gave new insights into the practical application of the 
research, which according to Voss et al. (2002) contributes to the study’s validity. 
However, as with most case study research, it could be argued that this study may not 
have provided external validity and therefore may not be generalised across other 
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settings, in this case, other industries or organisations (Flyvberg, 2006; Hamel, 1993; 
Patton & Appelbaum, 2003; Stoecker, 1991). 
 
Another limitation is the small number of cases used in the study. While case study 
research tends to have small sample sizes, this study of three departments and six 
divisions may benefit from a broader study involving more departments and divisions 
across the Victorian Public Service, or other organisations in the public and private 
sectors. Since the number of cases is relatively small, it is probable that cases could be 
found that would add to the patterns identified in the cross-case analysis. Nevertheless, 
this research does provide an early exploration of various training and development 
models and their differing impact on employee turnover.  
 
The sample in this project contributes to the study’s high validity because the response 
rate of 41.5% afforded the researcher large selection pool. Also replication and 
verification with management interviews tended to occur after three employee 
interviews. That is at this point the interviewer was getting the same responses. Thus data 
collection from two central human resource managers, two managers and six employees 
achieved saturation. In one embedded case (CP), however, the current legal investigative 
circumstances forced managers to request that people volunteer to be interviewed, 
meaning that there was a potential for bias. Nevertheless, the research data for this case 
found that the interviewees’ responses were strongly consistent and were supported by 
management; it is therefore unlikely that a different set of interviewees would have 
produced different results.  
 
Despite these limitations, the present study contributes to existing knowledge on the 
individual, work-related and external factors likely to enhance employee retention and 
those likely to exacerbate employee turnover. It makes a significant contribution to the 
issue of how employers can invest in training and development that retains skilled 
employees in a market of short labour supply. 
   197 
Appendix 1: Case study protocol and interview guide 
 
Background to the study 
 
Title of the research 
An examination of the relationship between employer-provided training and development 
and employee turnover in the Victorian Public Service. 
 
Aim of the study 
This study aims to contribute to the literature by building on the conceptual work and 
empirical studies of the relationship between training and development and employee 
turnover.  
 
The Victorian Public Service (VPS) is used as a case study with VPS divisions as 
embedded cases (case within a case) to explore training and development models used by 
the VPS and determine if the specific models adopted have a differential impact on 
employee turnover.  
 
The study also explores how the context in which training and development is arranged 
(that is, the organisation and employment characteristics) influences the training and 
development models adopted by the VPS. 
 
Research question 
In order to accomplish these aims, the following research question is adopted 
 
‘Is there a relationship between employer-provided training and development and 
employee turnover?’ 
 
Included in this research question are a number of related sub-questions that will also be 
addressed. These include: 
 What are the models of training and development in the Victorian Public Service? 
 How do organisation and employment characteristics influence the models of 
training and development adopted? 
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 Do the models of training and development have consequences for employee 
turnover? 
 
Case study procedures 
 
Embedded case studies 
The criteria for choosing embedded cases are to select a range of units of analysis with 
varying employee turnover (high, medium and low). It is also useful to have a cross-
section of divisions based on varying organisational characteristics (operations and size) 
and employment characteristics (demographics and occupational groups). The intention 
is to be in a position to compare the differences and similarities between the training and 
development models adopted in the divisions.  
 
Interviews 
A set number of in-depth interviews are planned with the department managers 
responsible for human resource management and training and development (generally 
with position titles of Director, People and Culture and Manager, Learning and 
Development), two senior divisional managers and six employees (three who intend to 
leave and three who intend to stay).  
 
Interviews are scheduled at an agreed time and location with the interviewees. Because 
the interviews with the employees are anonymous, they are asked to select the location 
for the interview. 
 
Document collection 
Although this study uses primarily interviews to collect data, documentary data sources 
will also be included and utilised. These include annual reports, corporate plans, training 
and development schedules and programs, and general information available on the 
organisation’s website. Documents can be requested at the interviews. 
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Transcribing and writing up  
The interviews are audio-recorded to ensure the accuracy and reliability of information 
gathered. Written notes are also taken as a back-up. Interviewees are given the option to 
decline recording. The audio recordings are then transcribed and alpha-numeric coded. 
The transcripts were used in writing up the case studies and presented to the 
organisations for verification. 
 
Categories that form the subject matter to be explored 
The literature suggests a number of factors that influence the development of employer-
provided training and development models. These factors can be combined into a series 
of factors that form the subject matter to be collected. These factors are: 
 organisation and employment characteristics 
 workforce issues 
 the purpose of employer-provided training and development  
 the formats for training and development  
 how training and development needs are determined  
 commitment to learning 
 employee turnover data. 
 
A guide to collecting data on each of these subject matters is contained in the interview 
guides for the positions being interviewed. 
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Interview guide for human resource and learning and 
development managers 
 
The schedule of people to interview may vary between departments and/or divisions 
depending on the structure of the departments and the organisation of training and 
development activities. Generally the people to be interviewed in human resource and 
learning and development are: 
 
 Director, People and Culture (responsible for the department’s human resource 
management. 
 Learning and Development Manager. 
 
Data collection general guidelines 
There are a set of subjects to be investigated in the case study. Sample questions are 
given under each subject, but additional and/or different questions may be used as 
appropriate. 
 
It may not always be possible to obtain all information required by the protocols. The 
focus is to determine the department’s training and development arrangements and their 
likely consequences for employee turnover. 
 
The researcher endeavours to collect as much information as possible about the 
department. Documents to be requested include annual reports, training and development 
plans and employee turnover statistics.  
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The context of the case study  
 
1. Organisation and employment characteristics  
This information can be obtained from HR as well as the Secretary and General 
Managers. Also most of this information is available in annual reports and on 
departmental websites. 
 
 
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
What is the department’s 
purpose/mission/objectives? 
 
 Annual report 
Website 
What is the relationship to other 
government departments? 
 
 Organisation chart 
What is the number and location of 
worksites? 
 
 Organisation chart 
What is the departmental structure? 
 
 Organisational chart 
What is the number of employees?  
 
 HR metrics, reports and 
statistics 
What is the composition of the workforce? 
Full-time/part-time/casuals/contract 
employees 
 
 HR metrics, reports and 
statistics 
What is the employment/workforce 
background? For example: 
 occupational groups 
 policy employees, service 
delivery/professional/technical 
workers 
 trainees and graduates 
 management structure 
 
 HR metrics, reports and 
statistics 
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2. Workforce issues 
This section explores the case study’s workforce issues. It aims to get a perspective of the 
issues from the HR/L&D managers. Later these are compared with the answers given by 
managers and employees in the embedded case study. 
 
Ask the general question regarding the interviewee’s view on workforce issues. Below 
are some ideas for discussion. 
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
Change management issues – the impact of: 
 transition in government  
 departmental mergers 
 working across government. 
 
 This is better gleaned 
from discussion.  
 
Obtaining the 
interviewee’s perspective.  
 
This can be compared 
with managers and 
interviewee’s data. 
Systems and process issues, for example, the 
impact of : 
 new technology 
 funding allocation. 
 
 
People management issues, for example, the 
impact of: 
 performance management and 
accountability 
 employee turnover external labour supply 
 skill shortages in the department and 
occupational groups 
 recruitment/labour supply.  
 
 
Action taken to overcome skill and labour 
shortages in the past 12 months 
 talent management 
 succession planning 
 skill development 
 contacting/labour hire 
 redesigning jobs/ multi skilling 
 retirees 
 overseas workers. 
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Training and development arrangements 
 
3. Overview of training and development activities 
Gain an overall picture of the training and development arrangements in the department 
and the significant factors and issues.  
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
How is training expenditure determined (e.g. 
percentage of payroll)? 
 
 Training and development 
measures/metrics 
What is the training infrastructure (e.g. 
centralised, decentralised, specialist staff, 
resources and facilities)? 
 
 Training department 
structure/chart 
Existence of formal, systematic approaches to 
training and development, such as business 
plans, needs analysis and evaluation measures. 
 
 Training and development 
policies and 
procedures/guidelines 
 
 
4. The purpose of training and development 
This section explores why training and development is undertaken and what drives it. 
There are some ideas listed below to prompt discussion. 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
What are the key drivers of training in the 
department? 
 
 This may not be 
documented.  
 
Explore if they have a 
review of training and 
development. 
 
What is the purpose/s of training and development 
in the department? 
 To build the capacity of the workforce 
o skill enhancement 
o create learning organisation 
o leadership development 
o succession development 
 To comply with legislation, regulation and 
compliance 
 Because of a change such as: 
o new technology/software upgrades 
o departmental restructure 
o new policy/service 
 As a part of the performance management 
process 
 To meet the business/strategic plan 
 Retention strategy. 
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6. How are training and development needs determined? 
How are training decisions made and by whom? How are individuals’ skill development 
assessed for further requirements? 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
Who makes the key training investment 
decision? Individual, manager, central HR, 
other 
 
 Training policy 
documents 
What is the role of the individual, team and 
organisation in the learning process? 
 
 Individual, team, 
organisational 
development plans.  
 
What is the role of performance 
management/assessment/systematic needs 
analysis? 
 
 Performance management 
system/process/guidelines 
 
 
7. The format of training and development activities undertaken 
This section explores the training activities and the format of training used in the 
department and for whom?  
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
Describe the training method used for major 
occupational groups (managers versus 
employees) and how it is conduct? 
 internal vs external 
 formal vs informal 
 general vs specific 
 accredited vs non-accredited. 
 
 Training and development 
plans/ business plan 
Who pays/or how is training funded; the 
individual, the department or other (e.g. 
central agency grant)? 
 
  
Explore department wide programs such as: 
 induction 
 graduate 
 management development, 
policy/governance 
 OHS 
 service delivery 
 job enhancement. 
 
 Training programs 
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8. Commitment to learning 
Explore how commitment to learning is described in the department?  
Key elements to discuss at the interview Check if discussed at the 
interview 
Document 
Is training valued in by the department? 
 
 Policy documents 
Is training part of the organisational 
culture? 
 
  
Are employees rewarded for participating in 
training and development activities?  
Such as: 
 increased pay 
 job recognition 
 incentive award, 
 bonus 
 promotion. 
 
 Policy document if 
relevant 
 
Employee turnover 
 
9. Employee turnover data 
Explore the employee turnover outcomes in the department. Is the rate high or low and 
why do employees stay or leave?  
Key elements to discuss at the interview Check if discussed at the 
interview 
Document 
What is the department’s employee turnover 
rate? 
 
 HR metrics/statistics 
How is the department’s employee turnover 
viewed: is it high, medium, low? Should it 
be improved? 
 
 Has a review been 
conducted and is 
there a paper 
available.  
Why do people stay or leave the 
department? 
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Interview Guide for Embedded Case Study Managers 
 
The schedule of people to interview may vary between departments and/or divisions 
depending on the management structure of the departments. Generally the people to be 
interviewed are a selection of divisional managers, with preference given to the inclusion 
of the head of the division being studied. 
 
Context for the embedded case (divisions) 
 
1. Organisation and employment characteristics  
The organisation and employment characteristics are discussed with the managers but are 
also available in annual reports, business plans and the division’s website. 
 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
What is the division’s 
purpose/mission/objectives 
 
 Annual report 
Website 
How many worksites and locations in the 
division? 
 
 Organisation chart 
What is the division’s structure? 
 
 Organisational chart 
What is the number of employees? 
 
 HR metrics, reports and 
statistics 
What is the composition of the workforce? 
Fulltime/part-time/casuals/contract employees 
 
 HR metrics, reports and 
statistics 
What is the employment/workforce background? 
For example: 
 occupational groups 
 policy employees, service 
delivery/professional/technical workers 
 trainees and graduates 
 management structure. 
 HR metrics, reports and 
statistics 
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2. Workforce issues 
This section explores the case study’s workforce issues. It aims to get a perspective of the 
issues from the divisional managers. Later these are compared to employees’ perceptions 
of the workforce issues. 
 
Ask the general question regarding what the manager’s view is on workforce issues. 
Below are some ideas to discuss. 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
Change management issues – the impact of: 
 transition in government  
 departmental mergers 
 working across government. 
 
 This is better gleaned from 
discussion.  
 
Obtaining the interviewees 
perspective.  
 
This can be compared with 
managers and interviewees 
data. 
Systems and process issues, for example, the 
impact of : 
 new technology 
 funding allocation 
 
 
People management issues, for example, the 
impact of: 
 performance management and 
accountability 
 employee turnover external labour supply 
 skill shortages in the department and 
occupational groups 
 recruitment/labour supply.  
 
 
Action taken to overcome skill and labour 
shortages in the past 12 months 
 talent management 
 succession planning 
 skill development 
 contacting/labour hire 
 redesigning jobs/multiskilling 
 retirees 
 overseas workers. 
 
 
   208 
Training and development arrangements 
 
3. Overview of training and development activities 
Gain an overall picture of the training and development arrangements in the division. 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
How is training expenditure determined (e.g. 
percentage of payroll, team vs individual)? 
 
 Training and development 
measures/metrics 
What is the training infrastructure (specialist 
staff, facilities and resources)? 
 
 Training department 
structure/chart 
Do line managers act as trainers and/or 
coaches/mentors for training programs? If so 
how? 
 
 Training and development 
responsibilities in their 
PD or other document. 
Is there a formal, systematic approach to 
training and development, such as business 
plans, needs analysis and evaluation 
measures? 
 
 Training and development 
policies and 
procedures/guidelines 
 
4. The purpose of training and development 
This section explores why training and development is undertaken in the division and 
what drives it. There are some ideas listed below to prompt discussion. 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
What are the key drivers of training in the 
division? 
 
 This may not be 
documented.  
 
Explore if they have 
undertaken a review of 
training and development. 
 
What is the purpose/s of training and 
development in the division? 
 To build the capacity of the workforce 
o skill enhancement 
o create learning organisation 
o leadership development 
o succession development 
 To comply with legislation, regulation & 
compliance 
 Because of a change such as: 
o new technology/software 
upgrades 
o departmental restructure 
o new policy/service 
 As a part of the performance management 
process 
 To meet the business/strategic plan 
 Retention of skilled workers. 
 
 
 
   209 
5. How are training and development needs determined? 
How are training decisions made and by whom? How are individuals and the division’s 
training needs assessed? 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
Who makes the key training investment 
decision? Individual, manager, central HR, 
other? 
 
 Training policy 
documents 
What is the role of the individual and the 
manager in the learning process? 
 
 Individual, team, 
organisational 
development plans.  
 
What is the role of performance 
management/assessment/systematic needs 
analysis? 
 
 Performance management 
system/process/guidelines 
 
 
6. Format of training and development activities undertaken in the division 
This section determines what training is occurring in the division and for whom?  
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
Describe the training for all major occupational 
groups and how it is conducted  
 internal vs external 
 formal vs informal 
 general vs specific 
 accredited vs non-accredited. 
 
 Training and development 
plans/ business plan 
How much of the training is job-related 
compared with developmental or skill 
enhancement training? 
 
  
What financial support do managers get to 
invest in training and development of their staff? 
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8. Commitment to learning 
Describe the commitment to learning in the division?  
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
Is training valued in the division? 
 
 Policy document if 
relevant 
Is training part of the organisational culture? 
 
  
Are employees rewarded for participating in 
training and development activities?  
Such as: 
 increased pay 
 job recognition 
 incentive award 
 bonus 
 promotion. 
 
 Policy document if 
relevant 
 
Employee turnover 
 
9. General employee turnover data 
Explore the employee turnover outcomes in the division. Is the rate high or low and why 
do employees stay or leave?  
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
What is the division’s employee turnover rate? 
 
 HR metrics/statistics 
How is the division’s employee turnover 
viewed: is it high, medium, low? Should it be 
improved? 
 
 Has a review been 
conducted and is there 
a paper available  
What are the main reasons why employees 
leave or stay in the division? 
 
Key elements: 
 remuneration 
 job status/ promotion 
 job security 
 job satisfaction 
 development opportunities 
 management 
 retirement 
 other. 
 
 Data from exit 
interviews 
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Interview Guide for Employees 
 
The schedule of people to interview may vary between departments and/or divisions, 
depending on the staff structure of the departments. A cross-section of occupations, age 
and gender would be an advantage. It is also important that there is a balance of those 
who intend to leave in the next 12 months and those who intend to stay, as identified in 
the small-scale survey. 
 
The context of the embedded case study 
 
1. Individual characteristics 
General background information about the interviewee  
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
How long have you been in the VPS? 
 
  
What roles have you had during your 
employment with the VPS? 
 
 Position descriptions 
What are your qualifications? 
 
  
What do you like about working in the VPS? 
 
  
What do you dislike about working in the 
VPS? 
 
  
 
2. Workforce issues 
This section seeks to discuss the workplace issues faced by employees. It aims to get a 
perspective of the issues from the employees. Ask the general question regarding what 
they see as their challenges. Below are some ideas to discuss. 
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
What do you see as your division’s workforce 
challenges? 
 staffing 
 systems and processes 
 technology 
 change management 
 governance. 
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Training and development practices 
 
3. Employee training and development activities 
Gain an overall picture of the training and development undertaken by the employee 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
Describe the training you have undertaken? 
 internal vs external 
 formal vs informal 
 general vs specific 
 accredited vs non- accredited. 
 
 Individual training or 
learning plan if 
relevant. 
How much of your training is focused on job-
related training and how much is focused on 
developing skills for the future? 
 
  
What financial support do you get to attend 
training and development activities? 
 
  
Do you/employees act as trainers and/or 
coaches/mentors for training programs? If so 
how? 
 
 Training and 
development 
responsibilities in 
their PD or other 
document. 
 
 
4. The purpose of training and development 
This section explores employees’ perspectives of why training and development is 
undertaken in their division. There are some ideas listed below to prompt discussion. 
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
Why have you undertaken training, for what 
purpose? 
 induction 
 to comply with legislation, regulation & 
compliance 
 to build skills for current job 
 leadership & management development 
 because of a change such as new 
technology/software upgrades, 
departmental restructure, new 
policy/service 
 as a part of the performance management 
process 
 to meet the business/strategic plan. 
 Individual 
training/development 
plans 
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5. How training and development is determined 
How are training decisions made and by whom? How is individuals’ skill development 
assessed for further requirements? 
 
Key elements to discuss at the interview Check if discussed 
at the interview 
Document 
Who makes the decision about your training? 
 
 Management’s 
development plan for staff 
– if available 
What is the role of the individual/employee? 
Is learning self-directed or management-
directed? 
 
 Individual development 
plans  
 
What is the role of performance 
management/assessment/systematic needs 
analysis? 
 
 Performance management 
system/process/guidelines 
 
6. Commitment to learning 
Does the division provide a supportive learning environment for training and 
development? Are employees committed to learning? 
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
Describe the commitment to learning in 
your division? 
 
  
Is training part of the workplace culture? 
 
  
Are you committed to learning? 
 
  
 
 
7. The benefits of training and development 
Determine if employees receive tangible benefits from attending training. 
 
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
How have you benefitted from receiving 
training? 
 
  
Have you been/are you rewarded for 
participating in training and development 
activities? Such as 
 increased pay 
 job recognition 
 incentive award, bonus 
 promotion. 
 
 Policy document if 
relevant/workplace 
agreement. 
 
   214 
 
Employee turnover 
 
8. Why employees choose to stay or leave the organisation 
Investigate whether employees plan to leave or stay and why?  
Key elements to discuss at the interview Check if discussed at 
the interview 
Document 
Are you planning to stay or leave the VPS 
in the next 12 months? 
  
What are the main reasons for staying or 
leaving the VPS? 
 remuneration 
 job status/ promotion 
 job security 
 job satisfaction 
 development opportunities 
 management 
 retirement 
 other. 
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Appendix 2: Access Brief 
 
 
 
To:  Helen Silver, Secretary, Department of Premier and Cabinet 
 
From: Geraldine Kennett 
 
CC:  Professor Andy Smith, Head of School, Ballarat University 
  Professor Kathy Laster, Executive Director, IPAA 
 
Date:  27 August 2008 
 
Re: A request for advice and support in undertaking research as part of a 
Doctorate in Business Administration (DBA) 
 
 
The purpose 
I am writing to request your advice and support for my Doctorial study exploring the 
impact of training and development on employee turnover in the Victorian Public Sector 
(VPS).  
 
Background 
 
1. The significance of the study 
Long-term skill shortages and an aging population suggest that retaining 
employees is a major concern for the VPS. A survey by State Services Authority 
(2009b) found that 23% of public service employees often think about leaving the 
Victorian Public Service and 12.7% are actively looking for another job outside 
the sector. Training and professional development is often assumed to be an 
employment benefit which can attract and retain staff in the sector. The study 
tests this assumption and in particular interrogates what kind of training and 
development practices can influence employees’ decisions to stay or leave the 
VPS. 
 
2. The assumptions to be tested 
Grounded in human capital theory, the study aims to investigate the assumptions that: 
 Investment in training improves an organisation’s productivity (Becker 1993). 
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 Workers who have a great deal of firm-specific training have lower employee 
turnover (Becker 1964). 
 Employees are less likely to quit their jobs or be made redundant as a result of 
receiving training (Bishop 1990). 
 Employees who keep learning new things on the job have lower intentions to 
quit (Levine 1993).  
 
A study of these assumptions may assist the VPS in being discerning about the type 
of training and development that could support increased staff retention. A recent 
study by Smith at al. (2011) indicates that: 
 People stay with an organisation if they feel they are learning and progressing 
in their careers and the organisation provides opportunities for growth. 
 Training that is nationally recognised is of most use in retaining and utilising 
the skills of employees. 
 
3. The proposed research question  
The research question is:  
 
Is there a relationship between employer-provided training and development 
and employee turnover? 
 
Included in this research are a number of sub-questions that will also be addressed 
during the course of the study. These include: 
 What are the models of training and development in the Victorian Public 
Service? 
 How do organisation and employment characteristics influence the models of 
training and development adopted? 
 Do various models of training and development have a differential impact on 
employee turnover? 
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4. The data collection method 
These questions will be explored qualitatively by interviewing senior managers, 
human resource managers and training managers in four distinct work units. It will 
seek their perception of: 
 the purpose and drivers of training and development 
 training and development practices in their department 
 how training and development practices may influence their employment 
decisions to stay or leave the organisation. 
 
5. Selecting departments/work areas to study 
The four work units will be distinguished by: 
 rates of employee turnover 
 numbers of employees 
 training and development department structures  
 occupational groups.  
 
The intention is to compare the differences and similarities between the training 
and development practices of the work units and compare these findings with the 
expectations of centralised workforce planning policies and employee perceptions 
and intention to stay or move on.  
 
6. Selecting employees to interview 
A pre-interview survey will be conducted to determine the employee sample, who 
will then be selected based on a combination of those intending to leave or stay in 
the VPS as well as: 
 occupation 
 gender, age and education 
 participation in training and development. 
 
The interviews with employees will involve: 
 their perceptions of training and development practices in their work unit 
 how their participation in training and development may influence their 
decision to stay or leave the VPS. 
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7. Research ethics 
This research will meet Ballarat University ethics protocols and also satisfy 
approval and compliance requirements of the Victorian Government. 
 
8. The outcomes of the project 
The intended outcomes of this project are: 
 a rational basis for the allocation of training and development resources 
 identification of the category of employees who are most likely to stay as 
a result of undertaking training and development 
 identification of training and development practices that most likely 
support retention and lower employee turnover 
 ascertain associated factors that may prohibit or promote retention in the 
workplace. 
 
9. Disseminating the findings 
On completion of the project the researcher will disseminate the findings by 
means such as: 
 presentations 
 formal meetings  
 summary report 
 publications. 
 
Recommendation 
1. For you to be interviewed as part of gathering data for the study. Discussing the 
purpose and support for training and development of people across the VPS. 
 
2. Provide any further expert advice in undertaking such a study. 
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Appendix 3: Online survey for selecting employees to 
participate in the study 
 
 
 
Email Merge: Advertising the Survey to Employees 
The following is a sample mail merge email to be sent by Human Resource Managers 
 
 
Dear [insert name] 
 
The department is supporting a study on the impact of training and development on 
employee turnover in the Victorian Public Sector and we are seeking you assistance in 
completing the survey.  
 
For more information and to participate in the survey click here [Insert link to online 
survey]. This survey will only take 5 minutes to complete. 
 
Thank you for your contribution. 
 
Kind regards 
Human Resource Manager 
Department of … 
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Front webpage for the survey 
 
About the study 
This survey forms part of a larger research study investigating the how training and 
development may impact employee turnover in the Victorian Public Sector. This study 
may determine specific training and development practices that could influence your 
decision to quit or leave an organisation.  
 
Confidentiality 
This small survey is being conducted by a Doctoral Researcher and data will be collected 
on an independent, secure site operated by the University of Ballarat. The purpose of this 
survey is to identify individuals who are willing to participate further in this significant 
study of the impact of training on people’s intention to stay or leave an organisation. 
 
The University of Ballarat and the researcher undertake not to disclose individual 
information and responses. Individuals expressed intentions will remain confidential. 
 
You are able to withdraw your consent and discontinue participation in the study at any 
time and if you do you will not be subjected to any penalty or discriminatory treatment.  
 
If you have problems completing the survey? 
If you have problems completing the survey, questions about the content or what the 
information will be used for, please contact Geraldine Kennett [insert email address and 
telephone number]. 
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Questions to be converted to electronic survey 
 
Q1 Type of training  
 
Did you undertake any of the following forms 
of training in the past 12 months? 
 
Yes No 
University – accredited   
University – non-accredited   
TAFE – accredited    
TAFE – non accredited   
Private Provider – accredited   
Private Provider – non-accredited   
In-house – accredited   
In-House – non-accredited   
On-the-job training   
Mentoring   
 
Q.2 Purpose of training 
 
Please select the purpose for which you have undertaken 
training over the past 12 months. 
 
Select as many 
options as 
relevant 
Induction  
Regulation, compliance or legislation  
Leadership development  
New technology, systems or process  
New employment or job arrangements  
Change to the departments organisational structure  
Values and behaviour training  
Professional development for promotional opportunities  
Customer service  
Multi- tasking  
Other 
 
 
 
Q3. Intention to stay or leave 
 
 Yes No 
I am currently looking for alternative work    
I am intending to leave the organisation in the next 12 months   
My intention is to stay with the organisation in the foreseeable 
future 
  
   222 
 
Q4. Willing to participate further 
 
Would you be willing to participate in a confidential interview 
held at an independent location?  
 
Yes No 
 
Q5. Demographic information 
 
Name (provide only if you wish to participate in the interview stage) 
 
Email address (provide only if you wish to participate in the interview stage) 
 
Preferred contact phone number (provide only if you wish to participate in the 
interview  
stage) 
 
Age:  
Select    under 25   25–35   36–45    45+ 
 
Gender: Drop down box options : Male/Female 
 
Your department name: 
 
Your division name: 
 
Your occupation: 
 
Your job level:  
 
Your highest level of academic achievement:  
 
Select only one: Secondary School, Bachelor, Masters, Professional Doctorate/PhD 
 
Thank you for taking the time to complete the questionnaire 
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Appendix 4: Cross-case analytical data map 
 
 Department of Treasury and Finance Department of Planning and Community 
Development 
Department of Human Services 
The organisational and training and development context 
Business 
operation 
 Provides strategic advice to the Victorian Government on 
the delivery of its economic, financial and budgetary 
policies 
 Leads the Victorian Public Sector (VPS) in the 
development and adoption of best practice financial 
management 
 Established in August 2007 to link planning with 
community development to build active and inclusive 
communities  
 Role is to build strong communities that are well planned, 
well designed and help Victoria continue to be one of the 
most liveable States in the world.  
 Committed to improving urban planning and development, 
particularly in the outer suburbs and regional areas where 
there is strong growth.  
 Its goal is to lead and support the development of liveable 
communities 
 
Responsible for community services and housing.  
The department’s mission is to deliver a better state of 
wellbeing for all Victorians, emphasising vulnerable groups 
and those most in need. 
 
DHS describes its objectives as: 
 Carrying our Victoria's statutory responsibilities 
such as child protection and youth justice 
 Providing more and better affordable, rental 
housing  
 Providing more housing for people who are 
homeless as well as addressing the causes of 
homelessness  
 Creating training and employment opportunities to 
help public housing tenants transition out of public 
housing  
 Providing services that give support for Victorians 
with intellectual, physical, sensory and dual 
disabilities, neurological impairments and acquired 
brain injury 
 
Employment  Employs around 600 staff working across five divisions  
 Considered a small government department 
 DTF employs economists, finance specialists, accountants, 
business analysts and policy advisers  
 Employs around 1500 staff working across five divisions  
 Considered a medium-sized government department.  
 DPCD employs a range of occupations, including urban 
planners, architects, sport and recreation specialists, 
communication specialists, policy advisors, project 
managers 
 12,000 staff working across six divisions and eight 
regions 
 DHS is the largest government department.  
 Regions are the public face of the department, with 
almost 80% of the department’s workforce located in 
regions.  
 The eight Victorian regions combine the division’s 
services for better public access.  
 
Training and 
development 
function 
 The training and development function is small.  
 Eight full-time equivalent staff 
 Key responsibilities: 
 The central training and development function at DPCD 
controls the training and development strategic direction 
and operational plan  
 The training and development at DHS is decentralised to 
learning and development functions in the eight regions 
and some key divisions, such as Housing and Child 
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 Development and communication of the 
capabilities  
 Capabilities are used as a guide to assist individual 
employees and their managers in setting 
development objectives. 
 Development, administration and monitoring of the 
Performance Management System – the 
performance review and planning process 
 Creation and management of an electronic 
capability building system, called eBC. Ideas for 
achieving individual employee development 
objectives – a list of internal and external training 
options 
 Leadership Development Program – 12 month 
program consisting of 70% on-the-job learning, 
20% in-house training as a leadership team and 
10% external options pertaining to the individual 
employee’s development needs 
 A People and Culture team member is the key 
communication contact and support for each 
division 
 Source and manage outsourced operational and 
transactional human resources services for the 
divisions, such as payroll and training 
administration. 
     Conduct corporate elements induction program 
 
 The central function is larger than most VPS departments 
 15 full-time equivalent staff, called the corporate People 
and Culture business unit 
 The role of the business unit is to deliver high-quality 
human resource management services that enable improved 
business performance  
 People and Culture focus on achieving excellence in their 
business and team performance and support their 
stakeholders (Department of Planning and Community 
Development, 2008)  
 
The People and Culture business unit’s objectives include: 
 Developing a high performing workforce that is 
skilled, challenged and well planned 
 Enabling a strong leadership team which will 
achieve the department’s objectives by modelling the 
department’s values and focusing on people 
 A department that is efficient, effective and engaged 
– as evident in its structure, culture and people 
practices  
 
 Role is both strategic and operational  
 A large part of the operational human resource 
management is outsourced using a shared service 
arrangement with the Department of Transport (DOT) 
Protection  
 The central training and development function at DHS 
operates within the People and Culture business unit and 
is responsible for the department’s leadership and 
management development. Divisions and regions are 
responsible for job-related skill development  
 The central training and development function does not 
have governance over the regional learning and 
development functions but, according to one of the 
managers in central training and development, they assist 
with their development and networking across DHS 
 The people and strategy vision is to have a well led, high 
performing, sustainable, diverse and resilient workforce 
that is valued and respected, delivering quality human 
services (Department of Human Services, 2008) 
 
The People and Culture business unit’s objectives include: 
 Enabling a workforce that is sustainable, well 
managed and effective 
 Developing people who are skilled, flexible and 
engaged 
 Enabling people to be productive and can meet 
changing demands 
 Developing leaders who are respected, focused on 
people, action and outcomes 
 Developing leaders who model the department’s 
values and focusing on people 
 
Overall 
department 
training 
arrangements 
 Decentralised  
 Fragmented  
 Minimal structured learning across the whole department.  
 Individual employees and their managers in each business 
division are responsible for training decisions, 
participation in training activities and the corresponding 
funding 
 The purpose of training and development at DTF is to 
enhance the skills of individual employees rather than 
develop the capacity of the divisions or total department 
workforce 
 Self-directed learning 
 Individuals are expected to identify their own training 
needs and appropriate training activities 
 Training needs are determined by an annual performance 
review and plan 
 70% of all training is undertaken informally on the job 
 Centralised 
 Extensive in-house calendar of training activities  
 Structured learning across the whole of department 
 The purpose of training and development is to enhance the 
capacity of the department  
 An emphasis on organisational development because it is a 
newly established department which merged 12 months 
later with another government agency. 
 An organisational Capability Framework for all levels of 
employment 
 Capability Framework provides a common language across 
the new and merged departments and it guides the 
Learning and Development Team in creating training 
programs that aim to meet the capabilities 
 An online system to measure employees’ performance 
against the capabilities and provide generic training and 
development to succeed in these capabilities.  
 Decentralised 
 There is often duplication between training that is 
provided at a central, divisional and regional level. This 
has come about because over time DHS has amalgamated 
with many smaller government departments  
 The central training and development function offers a 
small calendar of in-house general learning for the whole 
department. This training fulfils induction and core 
general skills required by workers at DHS, such as 
orientation to government, writing briefs, financial 
delegations and occupational health and safety  
 The purpose of training at DHS is to develop a workforce 
that is highly skilled and productive at a division and 
region level  
 This purpose and the decentralised structure of training 
drive the department’s emphasis on organisational 
development at a localised level (by division and by 
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 Many employees undertake formal postgraduate 
qualifications 
 A generous study assistance policy intended to encourage 
employees to undertake further qualifications  
 Minimal formal in-house training  
 Supports the VPS Graduate Recruitment and Development 
Scheme. 
 People and Culture and line management share the 
responsibility for determining training in the divisions 
 People and Culture involvement in training and 
development is to provide a core program of general 
training across the department and give consulting advice 
to divisions on specific training needs identified in their 
business plans 
 The People and Culture business unit makes the training 
decisions about the content and format of centralised 
learning programs and the divisions make the training 
decisions about specialist training with advice from People 
and Culture 
 The funding for specific training developed in the divisions 
is often shared between People and Culture and the 
division 
 The online performance management system, 
Excel@DPCD, also supports training decisions and assists 
with determining training needs – used by individuals and 
their managers as part of the performance review process, 
as well as help to identify capability gaps consistent across 
the organisation 
 The format and type of training activities are traditionally 
formal in-house general training programs 
 Training calendar offers over 20 courses  
 A Learning Guide that helps managers identify training 
formats for developing skills, such as on-the-job, 
mentoring, learning materials and appropriate training 
courses  
 Encouraging managers to use other methods of training 
such as coaching, mentoring and on-the-job projects  
 A new program for managing and coaching high 
performers is trialling the shift to other methods, with 70% 
of the training provided on the job, 20% through mentoring 
and 10% formal training. 
 
region).  
 Due to the statutory nature of the business operations at 
DHS, managers also spoke of the purpose of training as 
meeting compliance requirements, standards in disability, 
statutory obligations in child protection, disability 
services and building regulations 
 A large proportion of training in the divisions at DHS is 
mandatory in order to meet compliance, regulation and 
statutory obligations 
 Individuals and their managers, through the performance 
discussion, determine the skills required to meet the 
needs of their current job 
 Most training and development is determined and 
undertaken at a division or region level  
 The individual together with their manager use the DHS 
Performance Review and Development Plan to determine 
their training needs 
 A calendar of in-house training, provided by the relevant 
learning functions in each division and region is used to 
source appropriate training options 
 The format and type of training activities at DHS are 
traditionally formal in-house general training programs 
 Much of the training offered by the divisions and regions 
is mandatory at particular stages of job tenure and as a 
part of meeting the business operations regulations 
 Although there is little emphasis on individual employees 
participating in further tertiary studies there are some 
employees attending tertiary courses 
 There are minimal or no records kept on the extent to 
which people are attending training external to DHS, 
except for some key programs that are managed through 
a central DHS nomination process. These external 
programs are Cranlana and Australian and New Zealand 
School of Government (ANZSOG) 
 The 2008–09 annual report reported that eight employees 
attended the Cranlana Program Colloquium for future 
public sector leaders and 24 people attended ANZSOG 
executive programs 
 
 
 
 
 
 
 
 
            226 
Work 
Divisions 
Budget and Financial 
Management 
Economics and 
Financial Planning 
Urban Development 
 
Corporate and 
Organisational 
Development, and 
Communication 
Property Services and 
Asset Management 
Child Protection 
Business 
structure and 
operations 
 Employs about 250 staff 
 Policy and advisory 
services to the Victorian 
Government (Department 
of Treasury and Finance, 
2009).  
 The division’s main 
functions include:  
 Annual State 
Budget and the 
Mid-Year Budget 
Update processes 
 Production of the 
Annual and Mid-
Year Financial 
Reports for the 
State of Victoria 
and the general 
government sector 
Quarterly Financial 
Reports 
 Resource allocation 
and management 
reform frameworks 
for the Victorian 
budget sector 
 Monitoring 
portfolio 
performance and 
quarterly revenue 
certification 
 Developing and 
monitoring whole-
of-government 
financial 
management 
systems and 
taxation compliance 
 
 Employs about 200 staff 
 Advise the Government 
on key economic and 
financial issues, 
including longer-term 
economic development, 
financial strategy and 
taxation policy. The 
division’s main functions 
include:  
 Advising the Government 
on:  
 economic and 
social policy, in 
particular 
strategies to 
enhance 
Victoria’s 
economic 
development 
 budget and 
financial policies 
and strategies to 
meet the 
Government’s 
longer term 
financial 
objectives 
 the operation and 
regulation of 
energy, water, 
ports, grain 
handling markets 
and utilities 
 taxation policy 
 general insurance 
policy 
 monitoring and 
forecasting revenue 
flows and trends in 
 Employs about 75 
people 
 Supports the strategic 
intent of the Melbourne 
2030 policy  
 Is now in its sixth year  
 Provides information on 
future planning and 
investment to 
government, 
infrastructure providers 
and key stakeholders 
within the land 
development industry 
 The main purpose of 
UD is to provide 
accurate, consistent and 
updated intelligence on 
residential and industrial 
land supply and 
consumption across 
metropolitan Melbourne 
and the Geelong Region 
 
 Employs around 150 staff  
 Support the department’s 
aim to be innovative and 
outward looking  
 The division works 
collaboratively across the 
Department to deliver 
quality services and drive 
capability improvement 
 
 CODC is an internal 
service provider to the 
department and through 
its branches provides the 
following services:  
 People and Culture 
provides human 
resource advice and 
services 
 Corporate Finance 
administers and 
manages the 
departments 
financial budgets 
 Corporate Strategy 
develops the overall 
corporate plan and 
direction for the 
department 
 Corporate 
Operations and 
Technology 
provides technology 
and business 
process support to 
the department 
 Corporate 
Communication is 
responsible for 
internal and 
external 
 Employs about 90 
people 
 Supports the strategic 
planning frameworks of 
the Department of 
Human Services. PSAM 
works in partnership to 
increase housing options 
for low-income 
Victorians and 
strengthen communities  
 The main purpose of 
PSAM is to create and 
care for people’s homes. 
PSAM expects to 
provide homes that 
tenants enjoy living in, 
work together with 
tenants to solve 
problems and  issues 
and engage in fair 
decision-making and 
collaboration with 
contractors 
 The main work they do 
is purchasing land and 
new homes, 
demolishing, 
refurbishing and 
redeveloping homes, 
providing a safe home 
environment for people 
seeking public housing 
and looking at the 
strategic management of 
public housing assets.  
 
 Employs an estimated 
1580 staff  
 Work with the broader 
child protection 
network, which includes 
families, the local 
community, community 
agencies, professionals 
working with children, 
police and government, 
to keep children safe 
from harm 
 The purpose of CP is to 
ensure the safety and 
well being of 
adolescents and children 
at risk of harm, abuse or 
neglect 
 Goal is to address the 
protection of the child 
within their setting by 
working towards family 
reunification or 
preservation.  
 The day-to-day 
operations at CP as 
responding to reports of 
child abuse or neglect, 
investigating and 
substantiating these 
reports, organising 
family services if 
appropriate and if 
necessary proceeding to 
a court application to 
place the child in a safer 
environment 
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State and  national 
economies 
 managing 
Commonwealth-state 
financial relations and 
coordinating the 
Government’s input 
into the Council of 
Australian 
Governments’ 
National Reform 
Agenda 
 provision of a 
secretariat for the 
Victorian Competition 
and Efficiency 
Commission 
 
communication for 
the department 
 Organisational 
Development 
manages the 
department’s 
capability 
framework, training 
and leadership 
development 
 
 CODC offers strategic 
advice on governance 
and corporate direction to 
the head of the 
department and the 
executive team. 
 
Workforce 
issues 
 Skills shortage and 
knowledge retention 
 Part-time workforce 
structure 
 Leadership 
effectiveness 
 Business systems 
inefficiency 
 
 Attracting and retaining 
employees with the 
right skills 
 Part-time workforce 
structure 
 Change in technology 
 Keeping knowledge 
current 
 
 Employees linked to 
project funding 
 Rapid business growth 
 Working with 
stakeholders 
 
 High turnover 
 Labour market 
competitiveness 
 Attracting employees 
with the right skills 
 Recently formed 
department  
 
 A long-term aging 
workforce 
 Attracting and retaining 
younger workers 
 A lack of succession 
planning 
 
 High employee 
turnover  
 Keeping people after 
investing a lot of time 
and energy in terms of 
recruiting, training and 
developing 
Management skills 
 High workload and 
limited resources 
 The operating system 
(technology used to 
manage the 
administration of child 
protection cases) 
 
 
 
 
 
 
Employee turnover data 
Employee 
turnover rate 
20.50% 
 Lowest in the 
Department 
 Most people leave the 
35.15% 
 Highest in the 
Department 
 Lower at an executive 
5.4%.  
 Lowest in the 
Department 
 Employee turnover is 
28% 
 Highest in the 
Department 
 This turnover has been 
3.8% 
 Lowest in the 
Department 
 Historically has low 
34.5% 
 Highest in the 
Department 
 Most people leave 
            228 
division at the conclusion 
of a budget cycle in July 
and August 
 
level and higher at the 
lower grades of 
employment 
 Employee turnover is 
viewed as positive in 
this division 
 Employee turnover is 
good to keep the team 
fresh 
 
quite stable with only 
two people resigning in 
the past six months. 
Their resignations were 
due to the completion 
of a project  
 This relatively new 
division, created six 
years ago, has grown 
from 15 people to over 
60  
 The government 
brought forward urban 
development projects 
during the global 
financial crisis to help 
stimulate the economy 
 UD division needed to 
enable resources very 
quickly to cope with 
the additional workload 
 
affected by the labour 
market profile in the 
divisional areas of 
technology, business 
operations and 
communications 
 Some of the turnover has 
been intentional 
Employees in one of the 
branches had not been 
well managed so a new 
director introduced a 
different behavioural 
philosophy and business 
strategy, which meant 
that some people chose to 
leave 
employee turnover  
 One reason for this is 
the camaraderie that 
has built up over the 
years 
 There is concern that 
PSAM employee 
turnover is too low  
 Not allowing for 
renewal in the division  
 Need for PSAM to 
recruit and retain 
younger workers rather 
than consistently re-
employing retired 
workers on fixed-term 
contracts.  
 Bottleneck  
 People in senior 
positions are staying in 
the same job 
 
between 12 months and 
three years 
 There are many 
complex factors 
influencing this high 
turnover rate 
 A combination of how 
new employees are 
recruited, a disparity 
between what people 
expect the job to entail 
and the actual work, 
and the credibility of 
CP workers in Court 
influence this high 
employee turnover at 
CP 
 The combination of 
these factors 
contributes to the high 
employee turnover and 
additional workforce 
challenges at CP  
 
 
 
Why 
employees 
leave or 
stay 
 Young employees expect 
to be promoted quickly 
and if they do not receive 
a promotion then they 
seek opportunities 
elsewhere  
 Others get poached by 
different VPS 
departments  
 They get offers they can't 
refuse and BFM are 
unable to counter offer  
 Managers value people 
who have experience 
outside of BFM  
 Managers actively 
encourage people to think 
about moving on and 
broadening their 
experience  
 Working at EFP prepares 
employees for a variety 
of career options  
 People tend to leave once 
they have completed 
their training and 
qualifications for careers 
overseas, in the 
Australian Public Service 
and other Victorian 
Public Sector 
departments  
 Although some people 
leave for private sector 
positions most leave for 
work in the public sector 
as it is considered more 
interesting and serves the 
public good  
 Leave to pursue 
 There is very little 
resignation at UD  
 Two have left in the past 
6 Months and both were 
due to the completion of 
projects  
 If staff are interested in 
seeking alternative 
employment the 
managers encourage 
them to consider a 
secondment  
 There is some concern 
that if the division does 
not receive large 
increases in the budget 
that staff will need to 
find alternative 
employment 
 Employees on fixed -
 Demand for information 
technology, finance and 
communication specialist 
in the labour market, 
leaving CODC 
management exposed to a 
competitive labour market 
offering higher 
remuneration and better 
work conditions than 
available in the public 
sector 
 Most people have left 
CODC to seek these 
opportunities 
 People have been unhappy 
with the workload and 
their management 
 As a consequence of 
managers encouraging 
 There is very little 
resignation at PSAM and 
when employees retire 
they are often  re-
employed on a contract 
basis 
 There is some level of 
complacency  
 Most people stay 
because they are not 
interested in 
employment in the high-
pressure private sector 
 It takes some time to 
progress to VPS 5 and 
by this time employees 
have accumulated sick 
leave and other benefits 
that are hard to 
relinquish 
 People leave for a 
combination of factors 
– discrepancy between 
what people expect the 
job to entail and the 
actual work, and the 
consistent abuse they 
receive in Court 
 Exit surveys indicate 
that people leave 
because there is 
incredible pressure, a 
poor relationship with 
the court and the work 
load is considered 
unmanageable 
 Employees who stay at 
CP stay because of the 
friendships at work 
 These employees 
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 People are also 
encouraged to take on 
secondments in other 
government agencies to 
broaden skills and 
experience and in many 
instances they don't 
return to BFM 
 People leave because 
they are ‘burnt out’  
 One way that managers 
attempt to keep 
employees is to pay the 
fees for employees doing 
postgraduate courses 
Interviewees agree that 
while staff are studying 
they stay at BFM  
 Other reasons why 
people stay are: flexible 
working arrangements 
and interesting, and 
challenging work  
 It is felt that there is 
better work-life balance 
most of the year  
 
opportunities that can 
offer breath of 
experience and 
challenging work 
 The younger generation 
are the group where the 
high turnover occurs, 
they are described as 
being tenacious about 
moving on  
 Many people consider 
leaving because the 
opportunities for 
promotions are limited at 
DTF  
 People stay at because 
the work they are doing 
is important and the 
department has a 
generous training and 
study assistance policy  
 Others like the difficult 
area of economic policy, 
the intellectually 
challenging work and the 
types of problems they 
are working with 
 
term contracts that cease 
in the next six months 
are applying for 
alternative employment 
opportunities  
 People stay at UD for a 
combination of reasons: 
job security, flexible 
work arrangements, 
interesting work and 
they like the people they 
are working with  
 Most interviewees agree 
that people stay because 
they like the idea of 
playing a role in 
contributing to good 
public outcomes 
 Good leadership also 
plays a part in why 
people are staying at UD  
 People stay because their 
work is about finding 
solutions and they can 
see the results of their 
work  
 
people, who have been 
doing the same job for 
many years and do not 
ascribe to the new 
direction, to seek new 
employment opportunities 
 Because of a poor 
understanding of their role 
within the context of the 
department, the lack of 
knowledge sharing and 
collective learning 
 Where there is an 
alignment between the 
CODC objectives and the 
individuals understanding 
of their role they are more 
likely to stay 
 There is no or little 
evidence of team cohesion 
 People stay for job 
security and their 
commitment to 
contributing to the public 
good 
 
 Employees stay because 
they find satisfaction in 
the type of work they are 
doing 
 Workers are kept 
interested in their job 
because they can trial 
new innovation, such as 
wireless technology and 
new building materials. 
The building projects are 
tangible and workers can 
see end the product 
 People they work with 
genuinely care about 
people in public housing 
 People also stay at 
PSAM for a combination 
of work conditions, such 
as flexible working 
arrangement, job 
security, support 
services and work life 
balance 
 They stay because they 
enjoy their job and the 
people they work with 
 People leave PSAM only 
if they get a better offer 
elsewhere and are super 
frustrated about their job 
 The employees that have 
resigned do so because 
there is limited 
promotional 
opportunities 
commenced working at 
CP with a supportive 
group of senior 
practitioners, in smaller 
offices, with smaller 
teams 
 They also stay because 
they had a variety of 
job opportunities 
during their tenure. 
They have worked in a 
number of jobs within 
CP and not just as a 
Child Protection 
worker on the front line 
 Staff who commence at 
CP as a Grade 1 
administrative worker 
with a Certificate 4 in 
Childcare and continue 
to obtain higher 
qualifications slowly as 
they progressed their 
tenure tended to stay 
 Employees, who plan 
to leave CP, were asked 
whether training would 
have assisted them in 
staying many said yes. 
They expressed that 
they would like training 
and development at all 
stages of their career, 
including more specific 
training such as court 
and cultural awareness 
training 
 
The purpose and drivers of training and development 
Purpose of 
training and 
development 
 A means to build 
individual skills in their 
current job and to 
broaden their 
opportunities at BFM or 
elsewhere 
 Working towards 
 As building skills 
required for their 
immediate job and to 
develop people for a 
career path 
 People joined EFP 
because they were aware 
 To lift the professional 
capability of the whole 
team 
 Employment of a 
training and 
development 
coordinator, reporting 
 To build sufficient 
capabilities to lead and 
manage the current 
demands for excellent 
organisation outcomes 
 Capabilities of the unit is a 
bigger focus than the 
 Training is used to 
maintain individual’s 
technical skills and keep 
abreast of the latest 
industry trends to 
improve their work 
outcomes.  
 Very practical skills 
training 
 Preparing employees to 
carry out their job and to 
understand the 
legislation and legal 
procedures for child 
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achieving a promotion or 
preparing for 
opportunities elsewhere 
 Equipping oneself in a 
technical sense or 
providing information 
that is needed to do their 
work 
 
of EFP’s reputation as a 
‘training ground’ for 
career development 
opportunities 
 
 
directly to the Executive 
Director 
individual 
 Most training is directed 
from the People and 
Culture business unit  
 It is mandatory with some 
focus on developing the 
skills of individual 
employees  
 There is little or no 
knowledge sharing as a 
team 
 The purpose of training is 
identified in some cases as 
being development of 
technical skills for 
individuals’ roles 
 
 Training is used to 
improve employees’ 
qualifications and to 
prepare them for 
positions going forward.  
 Training is used for skill 
enhancement and for 
advancement at PSAM 
 Managers have been 
using training to broaden 
the skills of older 
workers and to keep 
them motivated 
 
protection workers 
 Is undertaken to develop 
further child protection 
practitioner skills and to 
learn new practice 
methods and 
frameworks  
 Is an opportunity to self-
reflect – uses this time to 
ask how do you do your 
work? How can you do 
it differently or better 
 
How training 
needs are 
determined 
 Individually driven, self-
directed and largely 
guided by the DTF 
Capability Framework 
 Electronic Capability 
Building System (list of 
internal and external 
training options) 
 Performance 
Management System 
(performance, review and 
plan) 
 Matches capabilities and 
skills with training 
options 
 Training and 
development section is 
considered integral to the 
overall Performance 
Management System.  
 The staff at BFM do not 
receive their salary 
increment unless they 
have achieved the 
training and development 
plans  
 Incentive to complete 
training and development 
 Individually driven, self-
directed and largely 
determined by using the 
DTF Capability 
Framework,  
 Electronic Capability 
Building System and 
Performance 
Management System  
 The individual and their 
manager commit to how 
the employee is to 
develop their capabilities 
identified in the 
performance review and 
plan  
 They can do their own 
research and request 
training options they 
believe are relevant for 
them  
 Some employees find it 
difficult to locate the 
right course for their 
needs 
 Managers are responsible 
for making sure that the 
training needs identified 
in the performance plan 
 Largely self-managed by 
the team, with some 
training determined at a 
corporate, division and 
individual level  
 Uses the department 
corporate level tools but 
they are not the sole 
focus for determining 
their training and 
development needs  
 Concerned about 
developing training that 
meets the specific 
context of their business 
 Allocates funds from the 
urban development 
project budgets to pay 
for its own training and 
development  
 A proportion of the 
project budgets are used 
to fund their training and 
development coordinator 
role  
 The training and 
development coordinator 
works closely with the 
divisional managers to 
 Centrally driven, 
management-directed and 
largely determined by 
using the DPCD 
Capability Framework and 
Performance Management 
System  
 The People and Culture 
branch identified, using 
the Excel@DPCD 
electronic performance 
management system, the 
most common capability 
gaps and developed and 
implemented a training 
calendar based on bridging 
those gaps  
 Therefore most training 
undertaken my employees 
in the CODC division 
reflects the training 
determined by the central 
People and Culture branch  
 There is an expectation 
that managers together 
with their employees will 
determine the training the 
individual needs to meet 
the capability 
 Training and 
development is largely 
determined on an as-
needs basis  
 As a division, new 
technology or 
regulations in the 
building industry drive 
the need for all 
employees to attend 
compulsory regulatory 
training or attend new 
and emerging industry 
developments that 
influence new ways to 
manage public housing  
 Some training needs are 
also determined by 
smaller functional teams 
within the division 
through the team’s 
annual planning day 
sessions  
 Staff have been together 
for a long time and tend 
to work narrowly within 
their own smaller teams  
 Encourages them to 
share their issues and 
 Driven by the central CP 
learning and 
development unit 
 The learning and 
development unit 
identify the training that 
all child protection 
workers must attend to 
work at CP 
 Upon recruitment the 
first 12–18 months of a 
new employees tenure 
comprises compulsory 
training to meet 
regulation requirements 
and statutory obligations 
 After this time 
individual employees are 
largely responsible for 
identifying their training 
and development with 
assistance from their 
supervisors 
 Outside the mandatory 
training determined by 
the learning and 
development unit there 
is an expectation that 
supervisors identify 
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remains the responsibility 
of the individual 
employee  
 Staff can choose not to 
undertake the training 
commitments 
documented in the 
performance review and 
plan 
 Individuals can request 
training and upon 
approval from the 
employee’s manager, the 
director signs off on any 
costs associated with the 
training request  
 Some employees are 
more proactive in 
determining their 
development needs than 
others 
 There has been some 
identification of skill 
needs and training 
undertaken at a divisional 
(team) level 
 
are actually undertaken 
 Managers played a key 
role in engaging in 
training needs 
discussions 
identify the capabilities 
required to meet the 
team outcomes, 
determine the skill gaps 
and develop specific 
training to meet those 
needs 
 One of the key roles of 
the training and 
development coordinator 
is to determine the 
training needs at a 
divisional level 
requirements to do the job 
 The final training decision 
is made by the manager 
and their director 
learnings with the whole 
division at the wider 
divisional meetings 
 Managers and 
employees identify 
individual professional 
development needs 
through the performance 
and review process  
 It is mandated that each 
employee participate in 
at least two training and 
development activities 
each year  
 This workforce is mature 
and self managing they 
are often left to 
determine their own 
training needs  
 
individual employee’s 
training needs through 
the annual Performance 
Review and 
Development Plan 
 Experienced 
practitioners also 
identify their own 
training needs and are 
more self-directed in 
sourcing and carrying 
out the training 
 
The format for training and development 
Training 
activities 
undertaken  
 Training activities are 
identified by individual 
employees 
 Largely undertaken 
independently 
 Training is largely 
carried out informally on 
the job 
 People also choose to 
undertake further formal 
studies at university and 
attend private provider 
short courses.  
 There is very little team 
or whole-of-division 
training options 
available.  
 Most training activities 
at EFP are carried out 
informally on the job 
 Also an emphasis on 
external formal 
qualifications and some 
formal internal training 
 
Internal training 
 On-the-job training at 
EFP is carried out using 
a combination of projects 
and work allocation  
 ‘Expressions of Interest’, 
to work on across 
department projects 
 Internal formal training 
 Is in a unique position  
 It has changed its role in 
the past 18 months from 
traditional planning 
regulation to facilitator 
and coordinator of 
building and 
infrastructure 
development in the 
community  
 The skills required to do 
this work have changed  
 The challenge for the 
team, including 
managers, is to turn 
‘urban planners’ into 
‘project managers’ 
 Training activities are 
largely determined by 
People and Culture 
through the organisational 
capability analysis and 
offered via the DPCD 
learning and development 
calendar 
 Training needs are, in the 
main, catered for by the 
DPCD Learning and 
Development Calendar 
 
Internal training 
 Most training at CODC is 
undertaken internally 
using in-house formal 
 Training activities are 
largely driven by the 
need to stay abreast of 
industry trends and meet 
the specialist technical 
requirements of the job 
 
Internal training 
 Focused on induction 
and management 
training  
 In-between these stages 
are largely undertaken 
through external 
technical skills based 
courses  
 New employees to 
 Training activities are 
largely determined by 
the legislative 
requirements for child 
protection workers  
 Training commences 
with a mandatory 
orientation program and 
continues with further 
compulsory training at 
required stages of 
employment tenure for 
the first 12–18 months  
 Vary according to 
variations in job 
functions and regional 
areas that work is 
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Internal training 
 Induction training – 
conducted on the job but 
includes some in-house 
training in topics such as 
computer systems and 
software, occupational 
health and safety, 
diversity and accounting 
for non accountants  
 Additional training 
required by individual 
employees is generally 
carried out on the job 
 Informal on-the-job 
training methods  
 ‘Expression of Interest’ 
program designed for 
individuals to apply to 
work on across division 
projects. Work with 
projects that can provide 
skill development 
opportunities in their area 
of capability 
development need. 
 ‘Shadowing’. Shadow 
and learn from senior 
employees who are 
working on projects of 
interest.  
 ‘Whole of department’ 
Leadership Development 
Program. Many people 
have disengaged with the 
program because it had 
not met their expectations 
 Some employees 
participate in the DTF 
‘Culture Club’– 
participate in activities 
that promote good culture 
 U2 Leadership Group’ – 
participate in leadership 
training at all levels 
programs, induction, in-
house courses, and 
leadership development 
 Induction within four 
months of commencing 
employment  
 Further in-house courses 
are provided online and 
face to face. These 
include Occupational 
Health and Safety, 
Energy Management and 
Writing Skills  
 Every fortnight – an 
information session 
where staff present 
issues in the work they 
are doing. This is not 
compulsory but staff are 
encouraged to 
participate. Sometimes 
there is difficulty in 
getting a quorum  
 EFP staff can volunteer 
to participate in the DTF 
Leadership Development 
Program. The program 
overlays a behavioural 
framework and a 
capabilities document, 
which pitches the 
message that leadership 
is everyone’s 
responsibility 
 
External training 
 Formal postgraduate 
studies, such as Masters 
of Economics and 
Chartered Accounting 
accreditations,  
 Professional 
development short 
courses, such as 
experimental economics, 
new regulations and 
 Training activities are 
largely undertaken 
formally as a team or in 
groups  
 UD management team 
put a training plan 
together to look at the 
skills they required to 
meet the team’s 
outcomes  
 
Internal training 
 Traditional induction 
training to learn about 
working at UD and 
DPCD more broadly  
 Induction mainly 
conducted by DPCD  
 People and Culture 
business unit uses an 
extensive calendar of in-
house short courses 
under the categories of 
Understanding 
Government, 
Interpersonal Awareness 
and People Management 
 Ongoing professional 
and behavioural training 
and development is 
conducted by the UD 
division  
 The division conducts 
team workshop training 
in areas such as writing 
skills and contract 
management  
 Development of four 
courses behavioural 
management 
development program 
specifically for the 
division  
 The managers in the 
division identified the 
behaviours important for 
courses and on-the-job 
learning 
 Employees participate on 
an as-needs basis in the 
range of formal courses 
listed in the DPCD central 
Learning Calendar 
 For example, How 
Government Works, 
Writing for Government, 
Performance Management, 
Occupational Health and 
Safety and Project 
Management 
 The DPCD courses tend to 
meet the majority of needs 
identified though the 
Excel@DPCD 
performance and 
development process  
 Expressed satisfaction in 
attending the courses  
 Some in-house formal 
courses are too generic  
 A concern that some 
training is not specific 
enough to meet their 
individual or business unit  
 Participation in the newly 
constructed Management 
Development Program 
This program is not a 
series of short courses; the 
program is about learning 
management skills on the 
job through coaching and 
discussions with 
employees 
 A unique component of 
the management 
development program is 
the inclusion of discussion 
forums for staff to gain an 
understanding of the 
responsibilities of their 
managers  
PSAM commence with 
induction training to 
learn about working at 
PSAM and DHS more 
broadly  
 Formal induction 
training is planned and 
conducted by DHS and 
on-the-job induction is 
arranged by the relevant 
PSAM manager  
 People mostly access 
external training such as 
computer skills, project 
management and 
contract management 
courses  
 PSAM recently 
developed an in-house 
management course with 
a technical and further 
education (TAFE) 
provider 
 Leadership course 
developed for the team  
 Additional training is 
provided through small 
group sessions and 
general on-the-job 
sharing of experiences  
 Where possible 
employees arrange 
suppliers of new 
building technology or 
industry initiatives to 
speak at team meetings 
 
External training 
 Regularly attend 
industry seminars, 
conference and 
networking activities to 
increase their knowledge 
of industry and technical 
trends 
 Attend short courses as a 
undertaken 
 There is little or no 
training available for 
child protection workers 
beyond the 12–18 month 
compulsory training  
 This is due to time and 
resource challenges. The 
nature of their work 
(keeping children safe) 
means it is difficult to 
justify the time to attend 
training and that due to 
the large investment in 
compulsory training 
there are limited funds 
for additional 
professional 
development for 
individual employees 
 
Internal training 
 Most training at CP is 
undertaken internally 
using in-house formal 
courses and on-the-job 
learning  
 ‘Beginning Practice’ – 
initial orientation into 
the division. This is a 
seven-week program 
involving classroom 
training and on-the-job 
coaching with a 
designated ‘buddy’. The 
purpose of this training 
program is to familiarise 
participants with the 
child protection system 
and statutory 
requirements in Victoria, 
and provide CP 
employees with the 
skills and knowledge to 
undertake their work 
efficiently and safely 
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External training 
 Formal postgraduate 
studies, such as Certified 
Practicing Accountant, 
Charter of Accounts or 
Masters in Finance,  
 Short courses, covering 
topics such as 
experimental economics, 
new regulations and 
communication skills  
 DTF Study Assistance 
Policy  
 It is common for 
managers to have two or 
three staff studying 
formal qualifications at 
any one time 
 
managing difficult 
people 
 To apply for 
postgraduate study 
assistance employees 
present a business case  
 Requests for study 
assistance are rarely 
declined  
 For technical skills – 
regularly attended 
seminars, courses and 
conferences with their 
professional associations 
and regulatory bodies  
 Keeping abreast of latest 
professional trends and 
new regulatory standards 
are vital to the quality of 
their work  
 All performance plans 
have individual courses 
they are attending over 
the course of 12 months - 
all staff have at least one 
 
the business and set a 
range of training topics 
such as communication, 
team building and 
facilitation 
 Innovations is recruiting 
consultants and 
introducing ‘secondees’ 
from other government 
departments, on a short-
term basis, to coach and 
mentor the team  
 Conducting informal 
lunchtime seminars with 
staff and industry guest 
speakers 
 
External training 
 External training is used 
to gain knowledge about 
the property 
development and the 
planning industry 
 Attend industry and 
professional association 
seminars and events to 
develop their networks 
and to identify industry 
trends  
 Seek alternative ways of 
gaining knowledge and 
skills about their work 
 Regularly visit 
colleagues in other 
Australian states and 
internationally 
 Second employees to the 
private sector or other 
government departments 
for short periods of time 
 The purpose of these 
innovations is to gain 
experience and share the 
knowledge with the team  
 Some staff are also 
undertaking university 
 For new managers there is 
also a an informal buddy 
system 
 
External training 
 Only a small number of 
employees participate in 
formal tertiary studies at 
CODC  
 The funding support and 
study leave arrangements 
appear to be inconsistent 
for the employees 
participating in tertiary 
studies  
 Some external courses and 
seminars with the Institute 
of Public Administration 
Australia (IPAA) and the 
Australian and New 
Zealand School of 
Government (ANSZOG). 
These organisations 
provide short courses and 
thought leadership 
programs in the area of 
public administration 
 
group to keep their 
registration certificates 
and application of new 
regulations up to date. 
For example, one 
interviewee attends 
professional 
development activities to 
maintain his architecture 
registration 
 Most employees are 
highly qualified in their 
specialist field but only a 
handful participates in 
obtaining further tertiary 
qualifications  
 People who participate 
in further studies are 
fully supported  
 
 
 Other compulsory in-
house short courses 
undertaken by all 
interviewees are sexual 
abuse training and youth 
trauma, family 
engagement and 
prevention of 
occupational violence 
 Three new training 
initiatives, a New 
Workers Group, 
Principal Practitioner 
Groups and a Diploma 
in Management for 
Child Protection  
 2008: a New Workers 
Group supports new 
employees in their first 
12–18 months of 
employment.  
 2009: Principal 
Practitioners with 
extensive experience in 
child protection work. A 
key role of Principal 
Practitioners is to 
facilitate reflective 
practice sessions for 
team leaders.  
 2009: a new Diploma in 
Management for Child 
Protection workers was 
spoken about but it had 
not been initiated at the 
time of undertaking this 
study. Child Protection 
Management 
qualification 
administered by La 
Trobe University  
 Fortnightly team 
meetings and monthly 
regional meetings to 
pass on information and 
keep employees abreast 
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qualifications  of new developments. 
These meetings are used 
to do some training but 
generally they are used 
to pass on operational 
information. Most 
interviewees commented 
that unit meetings could 
be used more for 
training 
 
External training 
 External training 
opportunities are limited 
due to funding and time 
available for participants 
to attend external 
programs 
 Selective about the 
external training it will 
financially assist. It will 
fully fund prescribed 
programs such as three 
scholarships for the 
Bouverie Family 
Therapy Program, and 
selected nominees for 
Australian and New 
Zealand School of 
Government executive 
management program.  
 There is little evidence 
of participants attending 
external tertiary studies. 
These are not funded by 
CP but supported 
through study leave  
 Very little external 
courses and seminars 
 Little engagement with 
their association – as 
little cover for CP 
workers – the Australian 
Association for Social 
Workers (AASW) 
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The commitment to learning 
The type of 
commitment to 
learning 
 A self-help learning 
culture  
 Those who are 
motivated to learn are 
supported 
 Promotion is speedier 
for those who are self-
motivated and 
interested in developing 
themselves  
 Training and 
development is 
encouraged but not 
enforced by managers  
 Most interviewees 
considered commitment 
to learning at BFM as 
mixed  
 Career progression is 
their responsibility and 
not their managers  
 Some managers buy 
into learning and others 
avoid it  
 A self-help learning 
culture 
 Training and 
development practices 
are self-directed and 
concentrate on preparing 
the individual employee 
for future career 
opportunities 
 The commitment to 
learning at EFP appeared 
mixed. While there are 
strong polices 
encouraging learning 
many interviewees felt it 
fell short in action  
 Making the time for 
training and development 
was difficult 
 Management support is 
variable from team to 
team 
 Only demonstrated 
commitment to learning 
only for those individual 
employees proactively 
seek training and 
development 
 The commitment to 
learning is a generational 
issue. Younger people 
are impatient, they 
expect to learn quickly 
and get ahead quickly 
and if they do not get 
what they want then they 
go elsewhere 
 
 A team learning culture 
 A strong commitment to 
learning  
 Training and 
development at UD is 
encouraged by their 
Executive Director. 
 Not enough reflection 
and learning from the 
work they have 
completed.  
 Enthusiasm to learn new 
ideas  
 A strong culture of 
sharing ideas 
 A commitment to 
organisation-wide learning  
 Not necessarily about the 
individual people 
 A merger of different 
cultures and capabilities 
 There is a strong 
commitment to learning in 
the People and Culture and 
Corporate Strategy 
branches and there is, in a 
technical sense, in the 
Communication branch 
 There is generally good 
support for training but 
only pockets of reflective 
learning 
 The Learning and 
Development Calendar 
provided by People and 
Culture is perceived as a 
demonstration that the 
division is committed to 
learning.  
 The culture is more like – 
it has happened now let’s 
move on 
 Inconsistent management 
commitment to learning 
 Encouragement to seek 
learning and step outside 
their comfort zone 
 
 
 Autonomous and highly 
self managing  
 Most employees require 
very little supervision. 
This means that the 
individuals and the team 
are responsible for their 
learning. They are very 
much in control of what 
they are doing and are 
well supported to attend 
the courses they request 
to participate in 
 This mature workforce 
has a strong collegiality 
with many interviewees 
commenting about long-
term friendships. Those 
new to PSAM 
mentioned that this 
collegial group of staff 
are generous in sharing 
their learning their 
knowledge coaching 
new workers  
 Volunteer to coach new 
employees 
 There is generally a 
commitment to learning  
 Some expressed concern 
about an inequitable 
distribution of training 
activities  
 The ‘whole of division’ 
training focus on 
management and 
leadership training for 
job grades VPS5 and 
above, with exclusion of 
VPS4 participation, was 
mentioned as a 
resentment several times 
 Some areas have very 
 Centrally driven and 
concentrate on preparing 
new employees for 
duties and obligations of 
child protection work 
 Training is prescribed to 
meet the division’s 
targeted outcomes for 
child projection, leaving 
very little time or 
resources for individual 
or small team 
development 
 There is commitment to 
learning as it applies to 
the task at hand 
 New employees at CP 
may perceive there is a 
strong commitment to 
learning 
 They are nurtured 
though compulsory 
programs and have a 
Buddy and New 
Workers Group 
 However after about 12 
months there is very 
little support or learning 
provided to ongoing 
employees at CP  
 Beyond this point 
training is a low priority 
 Managers are keen to 
develop a learning 
culture but are restrained 
by other more pressing 
priorities, particularly 
the crisis nature of the 
job, court obligations 
and limited training 
budgets 
 Many interviewees 
suspected that there is so 
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little training activity 
and others appear to take 
up all of the training 
budget 
 
much funding required 
for the Beginning 
Practice program that 
very little funds remain 
for other learning 
opportunities. It also 
appears that budgets at 
the local level do not 
include resources for 
training and 
development 
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Glossary 
 
ABS 
Australian Bureau of Statistics is Australia’s national statistical agency 
 
Accredited training 
Refers to training that provides trainees with a certificate on successful completion 
of training 
 
Australian Industry Group 
The Australian Industry Group (Ai Group) is an industry association in Australia 
which, along with its affiliates, represents the interests of businesses 
 
AQF 
The Australian Quality Framework (AQF) is the national set of standards which 
assures nationally consistent, high-quality training and assessment services for the 
clients of Australia’s vocational education and training system 
 
BFM 
Budget and Financial Management Division in the Department of Treasury and 
Finance in Victoria 
 
Central Agency 
Central Agency refers to a departmental central agency in government finance and 
administration 
 
CODC 
Corporate and Organisational Development and Communication Division in the 
Department of Planning and Community Development in Victoria 
 
Commitment to learning 
Actively pursues learning and development to contribute to continuous 
improvement. Supports and encourages the learning and development of others 
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Compressed wage structure (wage compression) 
 Wages rise at a lower rate than the organisation’s productivity increases 
 
Competitive labour market 
A number of organisations compete with one another to hire a specific type of 
labour or classification of employee 
 
CP 
Child Protection Division in the Department of Human Services in Victoria 
 
CVTS 
 Continuing Vocational Training Survey in Europe 
 
Cross-case analytical data map 
Large quantities of data represent in a matrix map to be used for searching patterns 
across case studies 
 
DHS 
 Department of Human Services in Victoria 
 
DPCD 
 Department of planning and Community Development in Victoria 
 
DTF 
 Department of Treasury and Finance in Victoria 
 
Economics of training 
Refers to the costs and benefits of investment in training  
 
EFP 
Economic and Financial Planning Division in the Department of Treasury and 
Finance in Victoria 
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Embedded cases 
Embedded cases are units of analysis within the whole. In this study the embedded 
cases are divisions within departments of the Victorian Public Service 
 
Employee turnover 
Employee turnover is defined as employee movement across the boundaries of 
organisations 
 
Employee turnover rate 
Employee turnover rate refers to the ratio comparison of the number of employees 
an organisation must replace in a 12-month period to the average number of total 
employees 
 
Employer-provided training and development 
Refers to all forms of planned and ad hoc skill and knowledge acquisition funded 
by the employing organisation 
 
Excel@DPCD 
The name given to the performance management system used by the Department of 
Planning and Community Development in Victoria 
 
Firm-specific training 
 Training that has no productive value for other organisations 
 
Formats for training and development 
Formats for training and development are combinations of structures (formal 
versus informal, unaccredited versus accredited and internal versus external) and 
methods (workshops, lectures, learning circles, audio, video, computer-aided etc.) 
 
General training  
 Training that provides a productive value to many organisations 
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HRM 
Human Resource Management. HRM involves the productive use of people in 
achieving the organisation’s objectives 
 
Human capital  
Is a measure of the economic value of the skills and abilities that enable individuals 
to perform their work 
 
Individual Development 
Refers to a training and development model that focuses on developing the 
knowledge, skills and attitudes of individual employees to achieve individual job 
performance 
 
Information asymmetry 
Refers to the inequitable information about employees, particularly their skill 
acquisition and work effort, between employers 
 
LFS 
 Labour Force Survey in Britain 
 
NCVER 
 National Centre for Vocational Education Research located in Australia 
 
NESS 
 National Employers Skills Survey in United Kingdom 
 
NLSY 
 National Longitudinal Survey of Youth in the United States of America 
 
Non-competitive labour market 
Or imperfect labour market conditions where a single employer of labour has 
substantial buying (hiring) power 
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NRT 
Nationally recognised training which meets nationally agreed standards in 
Australia 
 
OECD 
Organisation for Economic Co-operation and Development. It is a forum of 
countries committed to democracy and the market economy, providing a way to 
seek solutions common economic problems 
 
Organisational Development 
Refers to a training and development model that focuses on developing whole-of-
organisation capability to meet corporate objectives 
 
PSAM 
Property Services and Asset Management Division in the Department of Human 
Services in Victoria 
 
RTO 
A registered training organisation (RTO) is a provider and assessor of nationally 
recognised training in Australia. Only RTOs can issue nationally recognised 
qualifications 
 
Retention 
 The efforts by which employers retain employees in their workforce 
 
SSA 
State Services Authority. Set up by the Public Administration Act to ensure the 
public service in Victoria is efficient, accountable and professional 
 
Team Development 
Refers to a training and development model that focuses on developing the 
capability of the team to achieve team project outcomes 
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Training and development models 
Consists of a combination of the purpose of training and development, the formats 
for training and development, how training and development needs are determined 
and the type of commitment to learning 
 
UD 
Urban Development Division in the Department of Planning and Community 
Development in Victoria 
 
VET 
Vocational education training. VET prepares trainees for jobs that are based on 
manual or practical activities, traditionally non-academic, and related to a specific 
trade or occupation. 
 
VPS 
Victorian Public Service. The VPS is made up of 11 departments and a range of 
agencies and authorities that form the core of the Victorian Government 
 
Workforce issues 
The unique issues and challenges in managing employment of staff in the 
workplace 
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